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Continuity and Chan_ge; GEIRT L
Discussing Our Evolving Doctrine

In the past 18 months, our Army has been part of the victories on three separate fronts T e
three distinctly ditferent campaigns. The treedoms now enjoyed by the people ot Eastern Eu- '
rope, Panama and Kuwait are the result:- in part, of a vision. gt

Approximately 18 vears ago, the Army systematically began preparing to meet the chal-
lenges of the tuture. The scope of that preparation was defined by some very specific threats to t Spa
our national security, an existing force that was recovering trom the Viemam War, and the evo- \
lution of technology and tactics associated with modern wartare. To fight and win on the mod- Q\'
em battlefield and to begin to look to future battlefields, the Army published the capstone doc-
trinal manual, Department of the Army Field Manual (FM) 100-5.

This updated 1976 FM—Operations of the Army in the Field—described how to tight and win.
Yet, in the vears that followed its publication, extemal and intemal changes caused a continuing
evolution of FM 100-53, first in 1982 and again in 1986. These doctrinal evolutions in tum
caused changes in training strategy, force design, leader development and materiel acquisition.
Our Army came to understand and put to use the teachings and principles found between the
doctrine’s camoutlaged covers. The continual reevaluarion of that original vision helped us to
meet and stay out ahead of the demands we faced on recent battlefields. The doctrine worked.

Some might say our doctrine is not broken, so why fix it? I, along with many others, reported
from the sands ot Iraq that our doctrine was well understood and that it worked. But as we look
ahead, the issue is not whether our doctrine is broken—it is not. The issue, now as before, is
that we cannot stand stili. ust as refinements to vur doctrinal manuals throughout the 197Cs
and 1980s sharpened our fighting techniques and the way we executed operations, evolving
doctrine will help us balance continuity with the need for change as we face the demands of the
future. Now, more than ever before, evolving doctrine will help us keep ahead of change, as well
as reverse the downturmn in effectiveness that normally follows battletield victory.

Evolving doctrine must balance the need for change with continuity—an art. not a science.
While we must, on the one hand, reinforce that which helped us win, we must also look at new
demands on our Army to determine if we need to adjust to meet those demands. Some arcas
that fall in the new, or at least increasing emphasis, category are: military torces and force used
across the contlict spectrum, joint and coalition operations, deployment operations and opera-
tional sustainment. Our smaller Army will have to be more versatile if we are to have the em-
ployment capabilities required by commanders in chief as they use Amy forces in the attain-
ment of national securitv objectives.

Colonel Jim McDonough’s article in this edition is an important step in initiating the
discussion on our evolving operational doctrine. He addresses valid points that apply to
both the current situation and the changing external conditions. Read his piece and then
contribute your ideas to the discussion. | invite and encourage participation as we under-
take this informed discussion.

Our task is to evolve our doctrine so that it meets the demands of the present and the
future—a doctrine that can serve as an engine of change for our Army in training, organiza-
tional design, materiel requirements and leader development. To accomplish this task, we
must combine intellectual rigor, thorough analysis and professional judgment so we strike the
right mix of change and continuity. Our great Army demands that of its protessionals, and our
nation expects nothing less.

General Frederick M. Franks Jr.
Commander. TRADOC

- 92 7 21 oy1r




Building the New

FM100-5

Process and Product

Colonel James R. McDonough, US Army

The peace between conflicts cannot be a resting period for our
nation’s Armed Forces. National security requirements in a con-
stantly changing world demand a constant effort to shape our military
capabilities to meet new challenges. Doctrine, according to the
author, is the linchpin of this evolutionary effort. He offers his views
on the vital importance of “process and product’’ as the Army once
again revises its capstone doctrinal manual, Field Manual 100-5,
Operations.
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NLY a very good army could do what we are

about to do—rmaintain our tighting edge
while moving through the dramatic changes of
today and on into the future. The challenge to
our senior leadership is two-sided. One side is
intellectual: What is the tuture? What is the role
of the Army in it What changes are necessary,
when do you make them and how do they take
us to where we have to go? The other side is
managerial: How do we preserve the institu-
tion—its ethos, traditions, values and compe-
tence—while we complete the transition? What
are the levers of change? Who pulls them, how
hard and how fast?

These are big questions indeed. Their essence
is evolution and stability, both necessary in
meeting the nation’s needs in an era of uncer-
tainty. The tension is inherent. Move too fast,
and we risk the loss of our capabilities before we
have available the wherewithal to replace them.
Move too slow, and we meet the challenges of
today a little while longer, then fall by the way-
side, unprepared to keep up with the momentous
change that has overtaken us. The stakes in
handling that tension are nothing less than the
security of the United States.

The solution lies in our doctrine. Doctrine of-
fers us the opportunity to focus the Army as we
transition through these watershed years while
providing us the guidance needed to achieve the
objectives our nation sets before us. In it, we
have the opportunity to meet the intellectual
and managerial challenge before us both in
terms of process—engendering discussion, offer-
ing debate, coordinating action, building con-
sensus—and product——compiling the body of
principles by which we will endeavor to do our
nation’s bidding in peace, crisis and war. In the
development and evolution of our doctrine, the
process is as significant as the product.

This article is about thart process and product.
The US Army is about to revise its central war-
fighting doctrine, Field Manual (FM) 100-5,
Operations. Under the leadership of the chief of
staff of the Army and the direction of the com-
mander, Training and Doctrine Command

(TRADOCQC), over the next 15 months or so, the
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Doctrine is not pure theory.

As it appears to the user, it is digested
theories without the corresponding
explanations, the intellectual distillation
of generations of thought mixed
with the practical observation of

recent developments.
L]

Army'sdoctrine will evolve. All ot us have apart
to plav in this effort. All of us—and our succes-
sors as well—will live with the outcome. What
tollows is one man’s view of what course events
might take.

Why Change the Doctrine?

A pertinent question is why change our doc-
trine! Afterall, we have just come through three
major victories—Panama, the gulf and the Cold
War. Does this not suggest that our doctrine mav
not need adjusting? The answer is that doctrine
must respond to both external and internal
changes, and enough has occurred in both areas
to warrant some new directions.

The Warsaw Pact has disintegrated; the So-
viet Union is fragmenting ever more widely cach
day. The threat that prioritized our security ar-
rangements for the last tour decades has taded: 1ts
stark menace replaced by a more ambiguous. less
predictable specter that retains the potential o
do great harm, even without the cohesiveness to
coordinate and discipline its bite. No longer s
this a bipolar world, conveniently—if inaccu-
rately—divided into two contending halves,
Eastand West. The strategic order that held the
West together in the face of a hostile, aggressive
communist bloc is irretrievably altered. In it
place comes fragmentarion and a resurgence ot
ethnic animosities. national strite, contentious
border disputes, aggressive religious fundamen-
talism and a growing number ot regional insta-
bilities.

At the same time, the structure ot our militarv
torces will change dramarically. New commands
will form; old ones will be combined. Personnel
strengths will shrink to pre-Korean War levels.
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The strategic order that held the West together in the face of a hostile,
aggressive communist bloc is irretrievably altered. In its place comes [fragmentation
and a resurgence of ethnic animosities . . . aggressive religious f:mdamentahsm and
a growing number of regional mstabzlmes. As the geopolitical, economic and military

environments change to this degree, doctrine must adapt so that we are prepared
o meet the objectives our nation sets before us.

The Active Armv alone will lose more than
one-third of 1ts manpower.
ceonomic and militare environments change o
this Jdeeree, doctrine must adape <o that we are
prepared to meet the objectives our nation sets
betore s,

An amys doctrne s the condensed expres-
sion ot ts fundamenral approach o tichting
(Campaiens, major operations, battles and en-
cagements), intluencing events and deterring
war. It must be detinitive enough to guide specit-
1 operations, vet versatile enough toaddress di-
sverseand varied situations worldwide. To be et-
tective, doctrine must be dvnamie, Bur change
must not oceur randomlvy we must manage 1t to
the Armyvs and the nations advantage.

Doctrine can be the vehicle through which
we nttiee the process of chanee, evalving the
mstitation m o disaplined manner thin ensures

As the veopolitical, .

1 loaical and well-reasoned approach compat-

ible with the realities of an environment ot

peace, crisis and war. Bur undenstanding thar
Joctrme must adapt s only the first step. The
real challenge 15 to dov i in such o way thatall
can sign up and produce m the end a doctnne
we can live with,

Process

Doctrme is an authontanve statement on
how we, as aprotfessional organization, mtend to
aperate. Tt comes with an otticial stamp ot ap-
proval as the Armvy auide to how we must meet
the operational requirements of future commut -
ments. Sir Michael Howard, the well=respected
histortan and noted commentator on nuhie nvs-
sues, has stated thar the role of doctrme set m
peacetime is not to e sowrongas tocause deteat
when tested in bade.!
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We would hope to do better than that, al-
though we should never forger that military doc-
trine is, in many ways, merely a best guess. It
combines theoretical principles with the experi-
ences of recent wars, adds to that combination
the impact of current developments in technol-
ogy and organizational structure and extrapo-
lates, after intensive analyses, to the future.

Doctrine is not pure theory. As it appears to
the user, it is digested theories without the corre-
sponding explanations, the intellectual distilla-
tion of generations of thought mixed with the
practical observation of recent developments.
Although tested through historical reflection,
simulations, war games, exercises, systemns analy-
sis and rigorous debate, it remains an imperfect
science. Put another way, it is risky business. As
such, there should always be an element of doubt
as to the correctness of our doctrine.

Taken in measured doses, a little uncertainty
should motivate us to continually check our doc-
trine against reality. The armies of history that
have denied themselves the healthy introspec-
tion of questioning their doctrinal solutions
have paid a heavy price indeed for their obstina-
cy. The Russians in 1914 at Tannenberg, the
French in 1940 at Sedan and even the Ameri-
cans in 1943 at the Kasserine Pass are but a few
who had to admit defeat and drop back to recon-
sider their plan of action. Sometimes, it is possi-
ble to recover; at other times, by the first battle
it is already too late.

There is tendency for conservative institu-
tions such as the military to resist the need to
change with the times. In his brilliant book,
The Structure of Scientific Revolution, Thomas S.
Kuhn wrote of the propensity for science (and
military science is included) to wrap itself
around its existing paradigm—its model of the
truth—and deny the onslaught of evidence that
indicates the time has come to repiace it. Kuhn
holds that all too often the guardians of the past
are those vested with the leadership of the insti-
tution, who have come of age believing in the
old ways of doing things and who feel that any
endeavor to change threatens not only their sta-
tus but the institution itself.?
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But doctrine that spurns new information n
order to preserve the old order for its own sake
is not doctrine; it is dogma. It no longer allows
honest questioning. Debate s stifled: heretics
are excommunicated. In such wavs, the seeds ot

. ]
Doctrine that spurns new
information in order to preserve the old
order for its own sake is not doctrine; it
is dogma. It no longer allows honest
questioning. Debate is stifled; heretics
are excommunicated. In such ways,

the seeds of disaster are sown.
./

disaster are sown. Fortunately, the Army in
which we find ourselves today knows better. It
is not prepared to rest on its laurels. As Ste-
phen Rosen has pointed out in his insightful ar-
ticle New Ways of War: Understanding Militarv
Innovation, it is a myth that armies only learr.
from defeat. Good armies leamn from victory as
well.?

In August of this year, after an intensive re-
view that included feedback from the field, espe-
cially from those involved in Just Cause, Desert
Shield and Desert Storm, and operations in other
parts of the world, TRADOC published its
Pamphlet 525-5, AirLand Operations: A Concept
for the Evolution of Airland Battle for the Stategqic
Army of the 1990s and Bevond. This initiated a
process that will develop into a revised version
of FM 100-5.

TRADOC Pamphlet 525-5 is, as its title im-
plies, an operational concept. It flows from strat-
egy, but is not doctrine. The process that leads
to FM 100-5 will convert the operational con-
cept into doctrine. That process should seek to
reach a consensus built of the greatest wisdom ot
the collective Army.

Articles will be written, workshops will be
held. Seminars, symposiums, briefings, papers.
communications, tests, analyses, discussions and
debate are all part of the process of reaching tor
that great wisdom. The intellectual exchange
should not be confined to the Army. We will
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Al Eorce; personnel manhandiin
equipmenp'g’rifb'?c'-s'Géla'iy'du ng
the initial stage of Operation-Desert

Shield, Dyess Air.Force Base, Texas,

L 23 August 1990.

"The battleld enonent should be reassessed to account for a transition frqm
a forward—deployed to a power-projection posture. Things look a lot different if you

do not assume you are already on the battlefield but have to get there. Demands on
command, control, communications and intelligence will dramatically increase.

need to reach out to others, to explain ourselves,
to coordinate our efforts and to gamer support.
Sound doctrine cannot be developed in a void.
The doctrine of our sister services must be con-
sidered. We must integrate our efforts with joint
and combined doctrine. The views of other na-
tions matter, as do other government agencies.
Influential groups—the Congress, the media,
academia, industry—are stakeholders in the
process. We must explain ourselves to all of
them, draw upon their ideas and forge alliances
that support our common goal of a stronger,
more secure nation.

But most of all, we must use the process as a
rudder to steer the course our Army will take as
it moves into the future. All of the business of
the Army—force structure, unit design, mod-
emization, materiel, leader development, train-
ing, and so on—derives from doctrine. The
process itself, therefore, has a valuable effect in
controlling change within the Army.

Product

What, then, should the outcome be! Again.
the answers are hard to formulate. At this early
juncture, | can only propose. It will take many
minds to provide us the best solutions.

Some things should not change. The concep-
tual ideas, tenets, imperatives and the battleticld
framework found in current AirLand Bartle doc-
trine apply to AirLand Qperations as well. Air-
Land Operations does not radically change Air-
Land Battle; rather it expands and retocuses the
concepts inherent in AirLand Battle for the
Army in a changing strategic environment. [t
builds on the foundation of our current doctrine
for the employment of Army forces across the
operational continuum of peace, crisis and war.

In this, the Army will not be alone. It is ditti-
cult to conceive of any operational missions the
US Army might undertake unilaterally in sup-
port of national objectives. Joint, interagency
and combined/coalition operations will ke the

October 1991 ¢ MILITARY REVIEW
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The armies of history

that have

Haiftrack—mountea antaircran guns 1nng
on German bompers from a riage as’ e
the Kasserne Pass, 24 February 124

.
vah

derﬁ'éd themselves the healthy

introspection of questioning their doctrinal solutions have paid a heavy price indeed
Jfor their obstinacy. The Russians in 1914 at Tannenberg, the French in 1940 at
Sedan and even the Americans in 1943 at the Kasserine Pass are but a Jew who had
lo admit defeat and drop back to reconsider their plan of action.

norm. The National Securiey Stratey of the U nied
States asserts that while we are not the world's po-
liceman, we must be prepared to meet our re-
sponsibilities as the worlds toremost democraric
power. In that regard, deterrence remains the
central component of our new national strategy.
This strategy aims to deter war through intema-
tional cooperarion, confidence building, influ-
ence and interdependence, as well as the ability
to project combat power.*

We must be prepared, theretore, to introduce
cffective force anywhere in the world on short
notice and to stay until all natonal objectives are
met. National and international torces are hest
able ro do this in concert with one another. No
uniforined service can do it alone. The more we
integrate our Joctrine, the better we are able to
support one another and put limited resources to
maximum cttort.

Our nation will seek to achieve strategic ob-
jectives through the exertion of influence, sua-
sion and, if need be, coercion. However, we seek
to counter threats to the <ecurity of the United
States, its citizens and its interests by means short
otarmed contlict it at all possible. The Army can

MILITARY REVIEW e Octoper 1991

serve as one means of accomplishing natonai
objectives m these ways. The value provided by
our forward—presence torces, in concert with our
Jdemonstrared abiliey to rapidly project them tas
well as contingency torces) into arcas of vital in-
terest. makes this capabilioy credible and mav -
tluence whether our naton remains ar peace or
JOCS TO WAL

The bactleticld covionmens should be reas-
~essed toaccount tor a transition trom a torwand -
deploved to a power—projection posture. Thines
look a lot ditterent it vou do not assume vou are
Alreadv on the bartletield but have o et there.
Demands on command. control. communica-
tions and mretlicence will dramancally increase.
We will need companble, eftective sestems em-
plovable anvwhere in the world, Quick and cor
rect Jdecisions will be needed tor the commu
ment of resources. Force multphiers must be
~equenced tor mtroduction o contentious re
aions with the proper eftect at the appropriate
rime.

The impact of rechnoloay wall becore even
more sieniticant as toree levels are lowered, tund
my i~ constramed and the strareaic environment

-4




becomes more complex. Even in Third World
contingency operations, it will not be uncom-
mon tor our torces to face high—technology sys-
tems in the hands of an enemy. Even though we

]
TRADOC Pamphlet 525-5 is, as
its title implies, an operational concept.
It flows from strategy, but is not
doctrine. The process that leads to FM
100-5 will convert the operational con-
cept into doctrine. That process should
seek to reach a consensus built of the
greatest wisdom of the collective Army.

We must integrate our efforts
with joint and combined doctrine.
The views of other nations matter, as
do other government agencies. . . .
The Congress, the media, academia,
industry—are stakeholders in the
process. We must explain ourselves to
all of them, draw upon their ideas and
forge alliances that support . . . a

stronger, more secure nation.
.}

might have an initial advantage, the interim be-
tween the tielding of a new technology and its
counter is rapidly diminishing. We will con-
sistently need to seek the optimal integration ot
ractics and technology. Our docurine must more
fully account for the impact of technology as a
major variable in deterrence and the conduct of
operations.

We can expect that public support will be-
come even more important than it already is to
the successful prosecution of military operations.
Our doctrine must accommodate that reality.
The American people prefer that operations
conducted by our Armed Forces be decisive in
nature, of short duration and of minimal cost in
terms of casualties and national treasure. Force
capability and campaign design should strive to
achieve this. But it these conditions cannot be
met, we will need to take steps to prepare public
expectations and sustain public will.

Future doctrine should be expanded to incor-
porate our evolving missions in areas such as sta-
bility operations, nation ssistance and contra-
band flow. The Army mav well participate in
each of these as our nation seeks to assist emerg-
ing nations, instill democratic values and estab-
lish legitimate political and economic institu-
tions in the process.

Preparation tor contlict necessitates a compre-
hensive integration of several factors. The abil-
ity to deploy rapidly and efficiently is a complex
task that extends bevond mere deployment. An
expansible Army requires a Jynamic and robust
industrial base, a balanced force mix and organi-
zational flexibiliey that tacilitates the integration
ot the Total Force—Active and Rescrve Com-
ponent units, sister services, governmental and
intergovernmental agencies and multinational
units.

Forces must be ready to tight when they get to
where they are going. The Army must be pre-
pared to conduct torcible entry operations and
protect initial lodgments that allow for subse-
quent buildup. We must introduce the right
forces in the proper sequence. Early deploving
torces would most likely include combat units,
reconnaissance, intelligence, surveillance and
target acquisition elements; command and con-
trol structures; and security and sustainment ele-
ments. They would be mutually supported by
the joint efforts of our air and sea torces.

A power—projection force will ne doube place
greater demands on materiel. Lightweight, com-
pact weapons and support systems are necessary
for rapid deployment against a determined, well-
armed enemy. Extended logistics and fully inte-
grated, real-time intelligence capabilities are
just as essential. Support tor and interface with
joint systems will be critical. We will need vision
to get from where we are now to where we need
to be. Doctrine does best when it drives materiel
acquisition, rather than merely adapting to it.

Our doctrine will also have to Jeal with the
complex relationships across the levels ot war,
from the tactical to the strategic. Virtually all
Army operations above the tactical level will be
joint; they will often be combined. We can ex-

October 1991 ¢ MILITARY REVIEW
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Children arnving at a
school built by US mili
personnel in San Pedr‘
Sula. Honduras. 1988.

n,

Future doctrine should be expanded to ihcomorate our evolving

missions in areas such as stability operations, nation assistance and contraband flow.
The Army may well participate in each of these as our nation seeks to assist emerging
nations, instill democratic values and establish legitimate political and
economic institutions in the process.

pect them to be conducted in an integrated joint
operational environment and to be guided by re-
gional campaiyn plans designed to support na-
tional and theater strategic objectives. Theater
campaign plans should provide the necessary
guidance tfrom the commander in chiet tor the
development of the respective land, air and
naval component plans to support joint and
combined operations. These seek to establish
and retain the initiative at every opportunity to
destroy the enemy’s capability to wage war. Air,
land and sea operations in theater should address
the links between strategy, operational art and
tactics to ensure that these are well undersrood.
Time, space and distance relationships, the de-
structive power of modern weapons and the
prevalence of public communications narrow
the line between the difterent levels of war.
Although, in reality, battle is not segregated by
distinct breaks in types of activities, the Army
conducts operations that at least conceptually
can be seen as four interrelated stages (as Jis-

MILITARY REVIEW e October 1991

cussed in TRADOC Pamphlet 323-5) desimed
to focus the activities of all clements ot the torce.

The tirst stage is preparatton tor the operation.
This includes movement planning, examination
of staging capabilities and intellizence prepara-
rion of the theater. Expeditious and thoroush
theater analvses will allow commanders to plan
integrated tires, joint reconnassance, ntelli-
vence, survetllance and target acquisition and air
and naval power. Doing this at the start sets the
stage for seizing the mutiarve at the carliest possi-
ble moment.

The second stage involves using all means
necessary to set the conditions to achieve dect-
sive results. This is done by ssnchronizing jomte
tires such as long—range artitlery, Ammv aviation,
naval tires and tactical and strategic air assets.
Concurrently, maneuver torces are positicned to
achieve surprise, throw the enemy oft balance,
Jefeat his center of eraviey and achieve decsive
results.

The third stage encompasses the conduct ot




OrdnanceyfromiMarine
FA-18 Hornétsfexplioding
during’ajjointfaigattac
team:demonstration]at
Fort:BenningXGeorgiay
Marchi1 988%e

Successful warfare is a mixture of ever-reforming combinations: attack
and defense, maneuver and firepower, linearity and nonlinearity, mass aid economy
of force, and so on. Operational art demands that we achieve the right balance
between each of these as we design campaign plans to achieve strategic objectives.

actions to decisively achieve operational objec-
nves. Onee tavorable conditions have been es-
tablished tor US and allied torces to deteat the
enemy and achieve victory, mancuver torces are
commutted. Massed tires and svnchronized ma-
neuver are applied ro crincal tarcers to achieve
Jdectstve operational success.

The tourth stage stresses continuity ot op-
crations and consists of preparing e conduct
tollow—on batrles, maor operanions, eneage-
ments or actions—rto include redeplovment—
atter the cessation ot hostilities. Contmuous
operations are sustained throughour this stage.”

The 1986 version of FAM 100-5 introduced

several concepts cermane to the practice of

operational art. These could be expanded and
intevrated into a docrrinal discussion of the-

ater operations. Notions -uch as the center of

cravity, lines of operation and culmimating
pomts might be augmented by other relevante
concepts such as decisive pomts, pivors of ma-
neuver, thasing and branches and ~equels
trom a theater-level perspective,

A old undentanding of the mrerrelanion-
ships berween kev concepts s enitical 1o the
conduct ot successtul bartddes and maror opera-

tons. Thoueh discussed 11 the 1986 version of

10

FM 1O0-3, these mighrt be more clearly detined.
Specitic emphasis ought o be placed onde-
wcribing the balance Ferween mancuver and
tirepower, lincanity and nonlmeanty and ottense
and detense.

Mancuver wartare, while an mporrant com-
ponent of operational art, wilt not succeed with-
out firepower. We maneuver to bring ires oathe
enemv. We bring tires on the enemy in order to
mancuver. As retred General Donn AL Sam
noted in his toreword to the Richard Simpion
book, Ruce to the Swat:

“By tar the majonny of winners m bartle -
were those who somehow seized the mitanive
trom the enemy, and held i to the bartles ena
Most otten the mitanve was successtullv held
v mancuver. This seems ro be true whether
Jdetendine or artackme, curnumbered or o
numberninge.”™

The dea s thar mancuver s important, 0
only msotar as 1t seizes the minatve and mam
rans treedom o action. Maneuver s not anen
m aeselts nether s nonhmeary. While nonim
G OPCTATONS AV OPC UP OPPOrtiines s
theater ot operations allowing tor nrevrated il
mutually SUpPPOrtme aCtvites Inspace and
hnear operartions will sull be needed. Freld Mo
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Medics'fromithe 3d Armored |Division‘atiending'a
wounded Iragi soldier:Fébruary,1991TIManyJcom
manders had to develop ad hoc'soltjtiohs"toideal[\:vith

refugees, POWSs and civil-military operations)because
of the lack of adequate doctrine to sefVeYas'alguide

Disciplined operations become increasingly important as the rapid pace
of modern warfare, combined with the enormous lethality of the available technology.
has led to special concerns. We need to limit risk to friendly forces, be able to deal
with large numbers of disoriented and often destitute prisoners of war and find ways
to cope with the rapid breakdown of civil order in the area of operations.

shal Sir William J. Slim, the reconquerer of Bur- Successtul warfare 15 a mixture ot ever-
ma in 1944, and os tine a practitioner of opera- retormine combmations: attack and Jdetense.
nonal art as anv |, roduced in World War 1L maneuver and firepower. lincanity and nonim-
found it imperative to pull the bulk of his 14th canny, mass and cconomy of toree, and soon.
Armv back to the Impbal-Kohima Plain in or- Operational art demands that we achieve the
der to consolidate his lines, establish a contmu-— nichr balance berween cach of these as we desen
ous tront and draw the Japanese into adisadvan- — camparen plans to achieve strateaic obiectives.
tageous bartle betore resuming a bold, nonlinear Theater-level foaistics should be reexanuned
ottensive that eventually drove hisenemytopre-— and addressed in greater depth i our evolving
crpitous defeat. His genius for the operationalart— docrnine. A clanficarion of the rermis and addi-
was retlected in his wise selection of lincar and — tional discussion mav be reguired i such areas
nonlinear operations brought together nsucha as a proposed move trom decentralized o cen
manner s to vain and maintain the mitiatve  rrahzed logisties. Approaches thar mav solve
and eventually produce victory, theater-level ssues mav be unaceeptable at e
In like manner, we should discuss the balance taenical level. Tris clear however, that parnicuiar
berween ottense and detense. There can be no emphasis should be placed on flexible, conrine
ottense without adetense. Fach contins waichin ous, tully inrecrared bosties. Qur o
it elements of the other. At Jditferent levels of  should address s trom minal deplovimen:
War, varionus combimations of oftense and detense phases through the concluston or the campaien
acht aeplv. A preordumed. Joemarte adher- and trom thearer ro the fowest tactcal leves
ence toetther oftense or defense—as histony has Tactical operations as discussed m the carrens
hown-—could result i culmimation and ulo- verson ot FM 1003 are sound. The mreliieenee
mate Jdetear. preparanion of the bardietield has proved o
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worth (although at the operational level a doc-
trine for intelligence preparation of the theater
might be more appropriate). The discussion ot
the tactical offense, tactical defense and the et-
fects of combat multipliers could remain essen-
tially unchanged. Additional discussion might
be appropriate in regard to tailoring of forces and
multinational concerns. Disciplined operarions
become increasingly important as the rapid pace
of modern warfare, combined with the enor-
mous lethality of the available technology, has
led to special concerns. We need to limit risk to
triendly forces, be able to deal with large numbers
of disoriented and often destitute prisoners of
war and find ways to cope with the rapid break-
down of civil order in the area of operations.

A major expansion of current doctrine should
occur in the area of conflict resolution. In both
operations Just Cause and Desert Storm, com-
manders were faced with the requirement to
conduct operations after the cessation of hostili-
ties. Without adequate doctrine to serve as a
guide, many had to develop ad hoc solutions to
deal with refugees, prisoners of war and civil-mil-
itary operations. How we deal with them in doc-
trine has implications for the success of campaign
plans in meeting strategic objectives. Addition-
ally, recent international and bilateral agree-
ments have accentuated arms control and verifi-
cation as a mission tor US military torces. Ineach
of these areas, there exists a doctrinal shorttall
that we should address in an expansion of FM
100-5.

Our current warfighting doctrine as expressed
in the 1986 version of FM 100-5 is largely con-

tined to considerations ot conventional, mid- to
high—intensity warfare. Yet, we find ourselves
engaged around the world in a variery ot missions
that tall outside of this scope. Doctrine should
address nonconventional operations in opera-
tions short of war, during limited hostile action
and in conditions of war and its aftermath. It
should also address operations in nuclear, chemi-
cal and biological environments. The 1986 ver-
sion of FM 100-5 reduced the nuclear discussion
to less than a page. This ought to be expanded.

The recently assigned missions of curtailing
contraband flow—whether it be narcotics, arms
or illegal immigration—should be more clearlv
defined. Other missions include security as-
sistance, nation assistance, humanitarian as-
sistance and disaster relief. All of these missions
may warrant doctrinal elaboration.

These are my thoughts on expanding our doc-
trine. While I cannot say, with any degree of cer-
tainty, just how it will all come out, | am con-
vinced that the journey we take in getting there
is of paramount importance. The process causes
us to look beyond these times of turmoil to the
needs of the future. That alone is “value added”
to our Army.

All of us need to remain open-minded and
make a concerted effort to reach within our-
selves and out to others as we strive to help our
doctrine evolve. It is not change for the sake ot
change; rather it is change tor the sake of security
and progress. “Good enough” is not a risk we can
afford to take. The stakes are high; the conse-
quences sobering. OQur Army and our nation de-
mand our full attention. MR
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- RESERVE

As the Army tackles the daunting challenge of building itself down in
an era of changing mission requirements and shrinking budgets, many
traditional systems are being reviewed. The Total Force concept and
specifically the role of the Reserve Components (RCs) are now the focus
of debate. The following articles present differing views on this con-
troversial issue. The first two offer similar recommendations for an
Active Component (AC) cadre for RC units at division and even brigade
level. The potential for significant improvements in peacetime com-
mand and control, training, mobilization time and combat readiness are
cited. Finally, Army guardsmen assess the major influences on US
military strategy and policies and offer their views on the proper role of Bt
the Guard in a changing strategic environment. :




A CADRE SYSTEM

" US ARMY

Colonel Charles E. Heller, US Army Reserve

S WE bask in the euphoria of our victory in
the gulf, we shouid ulso realize that the war
with Irag was an anomaly in US military history.
The great success was well-deserved. but largely
the result of an opponent allowing us to tight ex-
actly the first battle for which we had prepared
since the Vietnam War. The more prevalent
consequence at the outset of hostilities has been
costly first battles, revealing a lack of peacetime
readiness, sometimes even after lengthy mobili-
zations. In his enlightening study of 10 ot Amer-
ica’s first battles, historian John Shy tinds that
tive were defeats (Long Island, Queenston, Bull
Run, Kasserine, and Osan/Naktong), four of five
victories were very costly (San Juan, Cantigny.
Buna and Ia Drang), with the fifth, the opening
battle of the Mexican War on the Rio Grande in
May 1846, a victory with significant American
casualties.! And sad to say, regardless of how un-
prepared we were and how costly each experi-
ence was in terms of men and materiel, the post-
war lessons have largely gone unheeded.

An obvious lesson that is already apparent
trom experiences in Desert Shield and Desert
Storm is the need for a rapidly expandable force
structure that can provide combat—ready units to
augment forward—deploved or contingency
torces. It is time that the US military learns trom
past mistakes and aggressively moves to enhance
readiness before we are called.

In light of current force—reduction proposals,
should the United States find itself at war some-
time in the future, a cadre system may be an es-
sential element to expand the US Army. By def-
inition, a cadre is a military unit’s peacetime
complement of officers and enlisted personnel,
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serving full time in selected kev positions. Thev
provide an internal structure that maintans
equipment, plans and trains for combat. Cadre
personnel are required for combat and usually
deploy with their expanded unit. This system ot
unit manning, as in the case of the Israeli De-
fense Forces (IDF), can be cost—ettective, main-
tain an expansible force structure, reduce mobi-
lization time and improve deploved combat
effectiveness.

The force structure cuts that will occur during
this decade demand that existing Total Armv
policy be retined and given new direction. This
is especially true if the Army’s senior leadership
is not comtortable with some aspects of the cur-
rent policy tor use of Reserve forces (as it appears
was the case of the nondeplovment of Resenve
Component (RC) combat units tor Desert
Shield). If ssuch is the case, then alternatives must
be proposed.

In the coming vears. it is also likely that de-
fense dollars will be limited, resulting in the na-
tion's inability to field an Active Component
(AC) large enough to tight even the smallest ot
conflicts on a protracted basis. In such an envi-
ronment, the adoption ot a cadre system can nut-
igate the reluctance to use RC combat units. A
cadre system will also turther Total Force policy
by allowing tor the tull and complete integration
of the RC units into a streamlined Total Amy.

Historical Precedents

There have been attempts in the past to im-
plement a cadre system for the US Army. Secre-
tary of War John C. Calhoun was instructed. on
11 Mav 1820, to plan for reducing the Amuvs
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strength. He told Congress that if it was neces-
sary to shrink the Regular Army, plans must be
made for the torce to be able to expand rapidly.-
Calhoun offered Congress an “Augmentation”
of the Regular Army or cadre system.’ Officer
strength remained untouched while each unit
contained a minimum number of enlisted sol-
diers. Upon mobilization, recruits benefited
from being trained by, and then entering bartle
with, experienced Regular Ammy cadre. Con-
gress rejected the concept as too costly and dis-
banded units to reach lower force levels.

At the end of the Civil War, Congress again
reduced force levels of the Regular Army. Gen-
eral William T. Sherman, then commanding
general, expressed concern. In the 1880, in ad-
dition to establishing an officer education sys-
tem, Sherman ordered Civil War veteran Emory
Upton abroad to examine the military establish-
ments of other nations.

Upton was impressed with the German army’s
rapid mobilization of its federal reserve forces for
its war with France in 1870. He wrote Sherman
that the United States could “. . . not maintain
a great army in peace, but we can provide a
scheme for officering a large force in time of
war.”* He enunciated his ideas in a manuscript
titled Military Policy of the United States from
1775. One proposal called for a regional unit sys-
tem manned by Regular Army cadre responsible
for training citizen—soldiers in the immediate
geographic area.” While Upton's work offered
an alternative to break the cycle of early defeats,
it remained clear that there would be no change
in the need for a more efficient peacetime force
structure, as evidenced by the mobilization of
unprepared volunteer units for the Spanish-
American War in 1898.

At the conclusion of the Spanish~American
War, the need for an efficient force structure was
once again apparent. It fell to Secreta.y of War
Elihu Root, who assumed office in 1899, to
search for new alternatives. Struck by the
Army’s obvious unpreparedness for that con-
flict, Root, searching for alternatives, had Up-
ton’s work published. Unfortunately, all of
Root’s efforts had little impact on the peacetime
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RESERVE COMPONENTS

torce structure. As a consequence, when war
was declared in April 1917, the first US division
deploved in World War [ did not see combat
tor several months.

The heavv losses sutfered by US divisions in
World War I combat can be directly related to

C . ]
A cadre is a military unit’s
peacetime complement of officers and
enlisted personnel, serving full time in
selected key positions. They proiide an
internal structure that maintains equip-
ment, plans and trains for combat.
Cadre personnel are required for combat
and usually deploy with their

expanded unit.
. ]

the failure in peacetime to maintain a cost—
efficient, expandable force structure for war.
Again, as in previous wars, the Army attempted
to make up for peacetime neglect after hostilities
commenced. At the outbreak of war in April
1917, the War Department made an effort to im-
plement a cadre system. All new Regular Amv
regiments would contain cadre drawn trom ex-
isting formations. As the Armmy grew in size, the
General Statt decided that a minimum ot 961
enlisted Regulars should be assigned to the new
28,000-man square divisions (four brigades).
This figure was reduced because the troops were
not available.®

The last-minute preparations were readilv ap-
parent. Training for officers and enlisted soldiers
was so poor that the American Expeditionary
Forces had to establish a complete Ay school
system, from basic infantry training to officer
education, in France. Even then it was common
to find a soldier in the trenches who Jdid not
know how to wear a gas mask or an ofticer who
could not read a map. The Ammy’s pertormance
was consistently interior throughout the war.
Attack plans were too rigid, supporting tires
poorly coordinated or inadequate, cover and
concealment ignored. there was no initiative
the attack. and the concept of fire and maneuver
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directly related to the failure in peacetime to maintain a cost—efficient, cxpandable
Sforce structure for war. Again, as in previous wars, the Army attempted to make
up for peacetime neglect after hostilities commenced . . . fand] the War Department
made an effort to implement a cadre svstem.

ceemed norroexist, There was,as one histornan
noted o lack of Macnical sophisticanon.”™ 2\
Sorsons, Friunees torexample. trom IS 1o 2T July,
the artacking 2oth Intntry, st Division, some
L0 othicers and men, had 200 ettectives at the
concluston of the ottensive,. This number of cas-
nalties was i sad commentary on the-lack ot ere
wive mihitany peacetine preparation tor war.”
At the conclusion or the war, Chiet of S
ienerl Pevion O March set about o esablish
ppeacetime Recular Armv ot haltaomullion men.
Flowever, the nation was m no mood tosuppon
rlans tor o Lrce standine v, Conaress, seck
me alternaoves, sent adratt anversal oy
wrvice B o the War Plans Division o the
Cieneral Sttt There, o subcommutiee con-
curred warty the coneepr and added s own de
T organize the manpower conerated I
the abcommintiee

NTIES
nversal oubar s,
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recommended the creation of 4SS < hvision e
cral reserve to provide the lass toracadre orRe
werve and Revular Armv otticers. March, mren:
on o Laree Recular toree. retused 1o support the
feaislation, and it died i Congress”

The Basis tor the Armvs restructurme durin
the interwar period then became the Nanons
Defere Act of 1920 This leaistanion amended
nd reattirmied the 19Te aar, stanne that e
Armv or the Unated States comprised the Recs
LA the Notonal Goand and the Orveanzea
Reserves. Ceneral Tohn MeAulev Palmercacon
fidant o Gieneral Tohn L Pershime, helped dee
the actand adso recommended o natonal
composed ctasmalls well mned protesaer.
Recular Army the National Cioard,and anase
of Conzen soldiers” creanzed mo anies
when warwas decbired, an s amv ot volunteers

Pabimers wiea meeporated o cadre sesteny o
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Noncommissionea officers going over
'he tine points of bavonet training defore
nstructing their men. t Corps School.
Gonarecourt. France. 18 August 1918.
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The Iast—mmute preparauons were readily apparent. Trammg Sor officers and
enlisted soldiers was so poor that the American Expeditionary Forces had to establish
a complete Army school system, from basic infantry training to officer education, in
France. Even then it was common to find a soldier in the trenches who did not know

how to wear a gas mask or an officer who could not read a map.

the Orvanized Reserve Corps (ORC). Reserve
officers and noncommussioned  officers would
make up the cadre of the ORC units. Upon mo-
hilization, this cadre had responsibility for train-
ing recruits. The Regular Army was responsible
tor strategic torward deplovment and a conti-
nental torce prepared for immediate deployv-
ment. The National Guard'’s mission provided

continental detense and then reinforcement of

aRegular Amv expeditionary torce. These mus-
sions remain mtact today,

The Army saw ORC ofticers as enhancing the
mobiization readiness ot all three components.
Bevond peacetime unit cadre functions, these
excess ORC ofticers were assigned two critical
mobitlization missions. The tirst was as tillers tor
Regular Armyv and Natonal Guard units, tew ot
which were at wartume streneth. This mission 1s
Juplicated today by US Army Reserve otticers in
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the Individual Readv Resernve tIRR). Ther sec-
ond mission was as additional cadre tor GROE
units 0 cach of the corps arcas to achieve ame-
hilized torce of 27 infantry and six cavalne dive-
sjons, nondivisional support unies and headqgu.o-
ters statts. In addition, the Ammwv hoped o place
20 reservists in cach company (noncomns-
sioned ofticers and “specialists™ to asaist i tram-
g upon mobilizanon, However, even thoeeh
the 1920 Detense Act cailed foran “Enhsred Re
sernve Comps,” this potential pool of pretrana
manpower was not oraanized untd 193N
The Armv Jeaded, according o Bricaaer
General Tohn Ross Delaneld, an ofticer mmne
ORC, that Reserve otticers would not have the
“necessary time and have the skl leveland atl-
ity to oraanize and maintun the tedenal resene
units.” To correct these deticienaies, the v
opted tor o cadre wirbin the ORC Cadre vaine
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Regular officers in key positions. Each Reserve
division would have a “well qualified Regular
Armmy officer as Chief of Staff” with “one or two

L ]
The force structure cuts that will

occur during this decade demand that
existing Total Army policy be refined and
given new direction. This is especially
true if the Army’s senior leadership is not
comfortable with some aspects of the
current policy for use of Reserve forces
(as it appears was the case of the non-
deployment of Reserve Component
combat units for Desert Shield).
L ]

... Regular Army officers to assist him” and
a “suitable Regular Army officer as Executive
Officer for each Reserve regiment.”

A number of Regular Army officers and en-
listed personnel served at each corps area head-
quarters “working over Organized Reserve af-
fairs.” The Army believed that these officers and
enlisted men were “absolutely necessary to the
success” of the Organized Reserve because they
could “devote their whole time to the interests,
to the development, to the organization and to
the training of the units to which they are as-
signed without interruption or distraction of
other principal pursuits.” Reserve officers com-
manded the units and “preserve(d) the unit au-
thority and military system.”!!

The Army’s vision of a prepared ORC was not
to be fulfilled. As Delafield noted to Army War
College students in 1925, “In the organization
and training of the reserves, as in every other
Service, the appropriations are always the limit-
ing factor.” His audience was well aware of the
tiscal restraints placed on the Army. !~

As the Depression took its toll on the nation,
General Douglas MacArthur, the new chief of
staff, testified to Congress during 1932 Army
Appropriation hearings that he would continue
to support the RCs at the expense of force mod-
emization.!’ There was no question that the
Regular Army establishment remained con-
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vinced that a well organized and trained Resenve
was an essential part of national defense.

Later in the decade, the General Staff began
to develop annual Protective Mobilization Plans
for national defense. The plans were unrealistic
and based on nonexistent manpower and verv
optimistic timetables. In 1939 with war ragine
in Europe. the plan called for the Regular Amwv
and the National Guard, as an initial protective
torce of 400,000, to “withstand any onslaught™
until reintorced by ORC cadre units.

Gemany invaded Poland on 1 September
1939. The tollowing week, President Franklin .
Roosevelt declared a state of national emergency
and authorized an increase in the size of the Ree-
ular Ammy. However, by nort activating ORC
units, Army expansion ignored prewar mobiliza-
tion planning, a situation that was repeated later
in Korea, in Vietnam and to some extent, in Des-
ert Shield and Desert Storm. Reserve officers with
prewar assignments to Regular Army units and
headquarters received early call~up notification.
As the Regular Army expanded and the Nation-
al Guard federalized, Reserve officers were called
to active duty on an availability basis, as fillers."”
The Selective Training and Service Act was
passed on 16 September 1940. The Armv
reached a strength of almost one and a half mil-
lion men by 30 June 1941. Before plans were pre-
pared to absorb additional manpower, Japanese
naval air forces attacked Pearl Harbor, and the
tempo and urgency of mobilization increased.
Plans were then developed tofill new cadre units.

In 1942, as units of the ORC were activated.
it was their numerical designations, not the per-
sonnel, that were brought on active duty. The
Order of Battle for World War Il lists 26 ORC di-
visions. When these divisions were activated.
only a few officers remained. Others were either
drawn oft to fill Regular Army and National
Guard units or to serve in a multitude of statt as-
signments. These ORC divisions then “were not
reserve divisions in any real sense of the word." '
These units and nondivisiona! units, on mobili-
zation, had to have new cadres assigned from
previously mobilized Regular Army or National
Guard units.
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ln 1942, as umts of the ORC were actzvated it was thetr numerical
designations, not the personnel, that were brought on active duty. The Order of Battle
Sfor World War 11 lists 26 ORC divisions. When these divisions were activated, only a
few officers remained. Others were either drawn off to fill Regular Army and National
Guard units or to serve in a multitude of staff assignments.

General George C. Marshall, chiet of statt, ap-
proved an Amy General Headquarters oreani-
zation and training plan for a cadre system in Jan-
uary 1942, The plan authorized a division cadre
ot 9.8 percent.  This provided 172 ofticers and
1,190 enlisted men tor an infantry triangular Ji-
vision (three brigades) with an authorized
strength of 452 ofticers and 13,425 enlisted men.
Cadre size increased several times until it reached
216 ofticers (50 percent of authorized strength)
and 1,460 enlisted men, or 12 percent of the au-
thorized division strength.! Once the last sol-
dier in camp arrived, the cadre was ready to begin
the 13-week mobilization training program. '

A decision was made in the tall of 1942 toin-
crease the number of troops reporting to a newly
activated division by 15 percent. The Ammv
Jdeemed this necessary because, prior to the com-
pletion of a training cvcle, divisions were re-
quired to provide cadres tor other torming
units.” Division commanders were tomn by the
need to send qualiny soldiers to serve as cadre tor
the new units and a desire to retamn the best sol-
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Jiers tor their own units. [t remains a source ot
amazement to scoring officers that the Army was
*as able to obtain the selection of a very high per-
centage of superior personnel as nuclei tor the
new divisions.”

The cadre svstem developed for World War 11
mobilization worked. Although there were n-
stances of poor pertormance, the majority ot
units deployed overseas became effectve tight-
ing forces. One can only speculate on how much
more effective carly Jeploving units might have
been in combat it the Amy had been able o -
plement a tullv manned and trained prewar
cadre system for the ORC during the intenwar
period. At the conclusion of World War 11, the
Army sought means 0 mamain an etfective
tichting force in the tace of postwar budeet cuts
and continues in that effort todav.

The IDF Model

Other amies around the world have also ar-
rempted to overcome similar obstacles. One
wch army, the IDE scems to have resolved the
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problem of funding a large Army by placing 60
percent of its orces in the reserves. It may be ac-
curate to state that there has never been a citizen
army that has mobilized as rapidly and tought as
effectively as the IDE

In 1945, the IDF adopted Switzerland’s citizen
army concept. The Swiss army was composed of
a small cadre of regular forces primarily responsi-
ble for training, long-range planning and main-
tenance of a “massive civilian army supported by
large qualities (sic) of armor, artillery, air force,
etc.” Service in the army was, and is, mandatory
and so too is reserve duty. For Israeli purposes, the
Swiss model was a workable solution for a coun-
try whose population and economy could not at-
tord a large standing army.~' The Israelis creared
asmall cadre of permanent service (Keva) offi-
cers and noncommissioned officers; a compulso-
ry service (Hova) composed of draftees, men and
women; and a large body of ready reserves (mi-
luimm) that included all the soldiers who com-
plete their compulsory active duty service.--

The most critical and unique aspect of the IDF
is the miluimm, which is “its most important op-
erational component rather than just being an
appendage to the regular force.” The key to the
IDF's battlefield successes is the miluimm, which
contains 60 percent of its total strength and 63
percent of its combat units. Miluimm and Keva
units are intermixed and interchangeable in all
deployed formations.-?

To till these formations, every [sraeli citizen is
required to perform military service. After a sol-
dier’s compulsory service or Hova has ended. he
or she enters the miluimm. This vear of no train-
ing requirements is similar to the US Army's [RR
category of RT-12 (recently trained in the last
12 months) whose members performed so ad-
mirably in Desert Storm. In the miluimm, men
are eligible for mobilization until age 55 and
childless women until age 34. Each reservist, un-
til a certain age, is liable to be called up tor 31
days annually, plus time for other training.~*

Reservists are assigned to units near their
homes in a position to match their military occu-
pation skill. If a soldier has a civilian occupation
that matches a military specialty, he or she is cer-
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tain to be placed in that specialey when con-
scripted. 1t it is likely a certain specialey will be
understrength in the miluimm, the IDF will
overstrength it in the active torce. The Ismelis
firmly betieve that ir is not efficient to change a
soldiers specialty once he has acquired the skills
on active duty.-?

Approximately 65 percent of the IDFs com-
bat units are in the reserve or miluimm com-
pared to about 52 percent in the US Army todav.
The basic unit in the IDF is the brigade, cither
armor, infantry or airborne. The brigade is a selft—
contained tactical unit made up of three battal-
ions with combat service and combat service
support widts.  Each unit has its own amon.
Training is conducted at the armory or at spectal
centers. Periods of active duty mighr also tind @
miluimm unit relieving a Keva unit on border
duty or performing intemal security patrols.
Unit equipment is never switched between indi-
viduals or crews who perform their own mainte-
nance when training.*¢

To maintain the miluimm in a high-readiness
posture, the 1IDF relies on a cadre system. The
specifics of this system are not exactly known: as
in so many other aspects ot the IDE much of the
information is classified. However, the genenil
outline of this system is available from open
sources. First there are administrative, head-
quarters and service positions within the Keva
that are occupied by reservists not serving in the
combat brigades. This is a relatively late (1970%)
practice for the IDE  Isracli service school in-
structors are also assigned as cadre to miluimm
tormations and spend tive days in the classroom
and the sixth dav with a miluimm unit. Even
though the IDF is a reserve establishment, its sc-
nior officers are in the Keva. Division com-
manders are regulars. Divisions, while having no
organic torces permanently assigned, do coordi-
nate the activities of the brigades assigned. Some
brigade commanders and their staffs are also
Keva, but others are Comrp_zmded by resenvists,
assisted by miluimm statts.

Regardless of the component ot the brigade
commander or his statt, cach miluimm brigade
has a small cadre of Keva soldiers responsible tor

October 1991 ¢ MILITARY REVIEW




Israeli M50 Sherman tanks
(converted from M4A3ES8s)
climbing U£ the Golan Heights.
hermans success-
Syrian T-62s in
i War.

Approximately 65 percent of the IDF's combat units are in the reserve o
or miluimm compared to about 52 percent in the US Army today. The basic unit 1

the IDF is the brigade, either armor. infantry or airborne. .
. Unit equipment is never switched between individuals or crews who

armory. . .

. Each unit has its own

perform their own maintenance when training. . . . The number of days the Israeli
citizen—soldier trains varies . . . [but| the minimum amount of time required by law

[during peacetime] is very close to the drill days authorized for US RC units.
)

administration and the maintenance ot stores
and equipment.  The miluimm brigade has o
Keva liaison otticer who functions as a personnel
manager and maintuns contacts with the re-
serve soldiers. This ofticer has counterparts in
cach of the bricades. He has a direct line to the
battle commanders, who mighr be either Kevaor
miluimm otticers, and with their statts thar may
also be a composite of the two components.=”

Because ot the need to have equipment ready
tor immedia,. use and because of modem weap-
on sophistication, another cadre exists within
cach miluimm unit. This s acadre of Kevanon-
commissioned otficers and enlisted men whoare
the dav—to—dav "mamtenance, repair and supply
spectalists.”™ T this cadre svstem that gave the
Israchs in the 1973 Middle Ease War the abiliny
“to have substantial clements of four reserve di-
visions tichring actively on both frones within 30
hours of the surprise Arab oftense and is proot ot
the veneral efticiency of the svstem, and ot its
overwhelming success in this instance.™

The Israeli armys torce structure provides the
example of just how sharp that readiness edee
can be honed tor mobihzanion. The US Army
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Joes not have the need to mohilize its Resenve
unies as rapidly as the 1DF requires, but needs o
more responsive svstem than the one mn plice
rodav, especially tor combat unies such as e
roundout bricades. The number of davs the i~
racli cirizen—soldier trams varies a reat deal cna
i~ dependent on the political climate of the o
aion. However, the numimum amount of e
required by faw ma realisuie, peacenime envare
ment 1s verv close to the drill davs ;mthnn'c\l ot
US RC units. 1t the IDF has accepred rhh fime
as a standard and fields its reserve mmmedia
into combar, 1s 1t not possible tor the US l\\ <o
<horten therr mohilizanon ume!

The IDF has a very positive attitude towarda ios
resernve. Obviously with the bulk ot the oree o
the milumm, the emphasis has to be there. 7
[DF cadre svstem is extremely successtul, ana o
stienments of Keva off1cems [o reserve unies e oy
cepted as the norm and apparently do not e
career mobiliny. In tact. these assimments o on
enhance advancement. Keva officers are s
diemed Jown to battalion level in commana ana
<tatt postitions. These cadre are placed m =
liimm units with no parficuiar motve ooee




than finding the best officer for the assignment.
There appears to be no official or unofficial ratio
of miluimm to Keva command positions. Mi-
luimm officers who show promise can command
at brigade level and are on some division head-
quarters staffs. The elements of stability, experi-
ence and knowledge of Keva officers are major
factors that produce superior battlefield results
for miluimm units.

Since Keva cadre soldiers mobilize with the
miluimm unit, their expertise is of extreme value
in combat and adds to the efficiency of the unit.
The number of individuals assigned is unavail-
able, but it appears significant. This arrange-
ment seems to be similar to US Mobilization and
Training Equipment Sites/Equipment Concen-
tration Sites and Area Maintenance Support
Activities. The most significant difference be-
tween the two armies appears to be the IDF's em-
phasis on driver and crew responsibility for an as-
signed vehicle.

The IDF cadre system is battle~proven. Mi-
luimm unit readiness, rapid mobilization and
combat effectiveness are partially the result of
the influence of high—caliber Keva officers and
enlisted personnel assigned as commanders, staff
officers and support personnel. The Israelis have
proved that a cadre system can be effective even
with 60 percent of its total force and 65 percent
of its combat arms units in their reserve.

A Cadre System for the US Army

While the United States continues to have
the luxury of more time to mobilize than the Is-
raelis, reductions in force and the new global en-
vironment dictate an improved or more viable
system than now exists. Fortunately, our 20th
century conflicts were either small or far re-
moved geographically. This meant that regard-
less of how long and halting mobilization was,
the nation’s survival was never at stake. Deep
Army appropriation cuts, not seen since the De-
pression, now come at a time that is more dan-
gerous than the 1930s and with global commit-
ments not imagined in the interwar period.
With the experience gained in Desert Shield and
Desert Storm, the time has arrived to reexamine
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our traditional force structure and break throush
the contlicting philosophies and preconceived
attitudes to develop a viable torce structure tor
the tuture.

A cadre system for a portion of the AC, Ammv
National Guard and Army Reserve is essential to
maintain a viable deterrent force. There must
continue to be an AC of sufficient strength tor
immediate deployment, Ready Reserve troop
Program units to support contingency operations
and units of the Army National Guard to rein-
force early deployment. The actual size of each
must be determined by the National Command
Authority, not only considering security needs
but also selecring the most cost—etfective mix.
The recommendation tor the cadre system s
concept; the actual numbers, units and geo-
graphical locations will require a signiticant
amount of staff work that is bevond the scope ot
this article. Some consideration must also be
given to the mix of these cadre units within lare-
erunits. Troop reductions and budgetary consid-
erations will have a significant impact on what
the cadre systems will look like and how the en-
tire force is eventually packaged.

One cadre system could consist of a number ot
AC units selected to be withdrawn from overseas
and units currently stationed in the United
States. The AC cadre in this instance should
consist of kev command, staff, support personnel.
officers, noncommissioned officers and enlisted
soldiers. The cadre maintains the unit’s adminis-
trative integrity and equipment. There must also
be another mission to make the system cost—
effective. The cadre in this regard will be respon-
sible not only for equipment maintenance and
routine administration but also the screening
and training of IRR soldiers within a reasonable
commuting distance. Peacetime missions such
as the “war on drugs” should also be considered.

To date, IRR soldiers have had no require-
ment to train other than a one-day screening.
The secretary of the Army has the authoriov to
call them to active duty tor 30 days of traming
annually. The IRR can be called to active durv
only if war is declared or in a state of national
emergency as in Desert Shield and Desert Storm.
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Deep Army appropriation cuts, not seen since the Depression, now come

at a time that is more dangerous than the 1930s and with global commitments not
imagined in the interwar period. With the experience gained in Desert Shield and
Desert Storm, the time has arrived to reexamine our traditional force structure and
break through the conflicting philosophies and preconceived attitudes to
develop a viable force structure for the future.

[t erther occurs, IRR RT=12 soldiers are 1o be
used as rillers tor deploving unies regardless or the
component of the recenvime unit. This was o
comphshed etticientlv and eftecenvely dunine
Desert Shieild and Desert Suom. The babanee o
the IRR s 1o be used s casualey replacement,
Thus, the priman source of pretramed manpow -
or readilv avartable in o cnsis, bevond the AC
and the Scfected Resenve, s the IRR. With the
advances i compuzer rechnology, cadre unis
could provide retresher rrumimg in the soreening
process or durme addronal active duty tor trin -
mg pertods for this coneal manpower pool.
The second cadre sesrem mvolves umis of the
Army Nanenal Craand, Army Reserve and ~ome
AC e M past mobdizanons bove oceurmed
n phases. Aswith corrent nme: phased depion -
ment schedules scme umirewill be selected ears -
or because current planming requires therr maoby -
hzaton, perhaps s pan ot or mosupport ot
continzencey cores rapnd deplovment toree.
Unnies thar have cardv deplovment requiremienis
can bestated with additional Active Guand Re-
serve cthicers and enisted personned and wath
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nondeploving AC rrmers. The percentaze
Cadre would vany based onthe deplovmen: -

SSTCmS or support equipment. | heh prionn
AC @t at cadre strencth ccald becomposc
drdlme Mobthzanon Auementees, Upon e
Bzanon, these units would have prienny e
IRR RT 12 <oidiers. An ennuncement 0
procran could see the preassionmenr 0 O
[RR ~oldiers. especially those i the same -
craphic focation as the unit,

Some cadre unns must e docated B
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Reserve parmiapation and IRR <oldier oy o
ment. The US Ay Recnatme Commesse
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Orher cadre s canbe bocared ar evse
stallatons, Constant menonne o dens
ICLICtors s essentnal,

The chanee mn the commuand and oo
“he Ay Reservesadeai o vcadre suaes




Army Reserve Personnel Center, which by regu-
lation, now manages all Ammy Reserve ofticers,
will be able to manage them in fact as well.
Currently, the center manages Active Guard
Reserve, Individual Mobilization Augmentees
and IRR members. The center will now, tor the
first time, manage troop program unit enlisted
soldiers. This centralized management for the
Army Reserve can enhance a cadre system.

One problem the Army faces now that also at -
fects the cadre system is military occupation spe-
cialty (MOS) mismatch. The Israeli army delib-
erately overstrengths certain MOSs to ensure
that these skills appear in its reserve units. To in-
troduce such a program would be an act of faith
on the part of the AC, for it implies an integrated
Total Army concept of mutually supporting
components. However, this leads to another
problem within the force.

There still remains a lack of understanding
about, and a decisive commitment to, the RCs
on the part of a portion of the AC. If the Con-
gress continues to support the current force
structure with an across—the- ard personnel
reduction, this problem will remain an irritant.
However, as the influences of a peacetime envi-
ronment after Desert Storm hecome greater,

budget adjustments will continue in a downward
spiral, and the AC will continue to diminish in
size. To plan any sizable operation, even a Gre-
nada or Panama, will require increasingly more
rapid mobilization of RC units.

Greater emphasis must be placed on a tlexible
torce structure that is economically sound and
protessionally responsive. A balanced combina-
tion ot AC units, early deploying AC cadre unuts,
Amy Reserve and Ammy National Guard units
with increased Active Guard Reserve cadre and
supporting AC personnel will provide a trained
and ready force thart has rapid mobilization and
deplovment capability. These forces will give
tollow—on Army Reserve and Army National
Guard units time to mobilize, conduct postmobi-
lization training and then, if required, deploy.

The United States has never followed
through on plans for an effective peacetime torce
structure. The cadre system otfers an opportunt-
Ty to create a viable force within peacetime bud-
vet constraints. A cadre system tor the US Army
can work, perhaps not with the rapidity of the Is-
raeli army, but with sufficient effectivness to
meet this nation’s defense requirements. What
is needed first is a commitment and dedication
to a true one-Army concept. MR
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RESERVE

COMPONENTS’
TACTICAL

Lieutenant Colonel Thomas R. Rozman, US Army

WE WILL have a smaller post-Gulf War
Armmy. With this reduction in Active
Component (AC) and Reserve Compone at
(RC) forces, it becomes obvious to all protession-
als that training will take on added ir »ortance,
especially in the RC. These realiries puse several
questions that must be answered if rea liness is to
be adequately man..ainea. Will the Reserves
(the Army National Guard [ARNG] and US
Army Reserve [USAR]) be able to train to
standard in a smaller force? If the training re-
source puol grows prc -artionately smaller with
the force, will the Army, on its lesser base, be able
to “surge train” as it did in the early stages of Des-
ert Steld? Will this smaller Army be able to sup-
port an intensive postmobilization “lane training
strategy” like the one used to train three ARNG
heavy brigades in the winter of 1990-1991
The answers to these questions are being
pieced together now from the unfolding lessons
of operations Desert Shield and Desert Storm. This
article addresses one very important area of con-

cem—tactical command and control (C*) of

RC maneuver units in peacetime. Specifically,
it focuses on the role this command element
plays in peacetime training. Much of what we
are leaming from the Southwest Asia mobiliza-
tion increasingly points toward a need for ways
and means of “jump starting” RC unit training
in order to rapidly bring it to AC standard. This
need is especially critical if the organized force
base, Active and Reserve, grows smaller. C* may
be an area that can provide optimum leverage.
This view appears to be particularly valid based
on postmobilize *»n day (M—-day) experience
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Mucr: of what we are learning

Jrom the Southwest Asia mobilization

increasingly points toward a need for
ways and means of “jump starting’’ RC
unit training in order to rapidly bring it
to AC standard. This need is especially

critical if the organized force base.
Actlve and Reserve, grows smaller.
C? may be an area that can provide

optimum leverage.
C |

with the three heavy ARNG brigades activated

in November and December 1990. Because of

the difficulties experienced by their C* elements
in rapidly achieving effectiveness in the chal-
lenging trammg regimen required of maneuver
formations, C* appears to be a particularly lucra-
tive area to tocus resources and effort to rapudlv
bring units to standard. To achieve expeditious
integration of these key RC units inw. - the Active
force, C* as the controlling agent of unit trining
tostandard is the essential catalyst. This includes
premobilization and postmobilization training.

The questions and discussions ottered here are
intended to tind better methods to meer the
peacetime and transition—to—war C- require-
ments. The recommendation proposed 1s made
considering mobilization requirements on a
smaller force structure.
The Heavy Force Challenge

Because the range of combat, combat support
and combat service support units in the Reserves
is so immense, this discussion is restricted to
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consideration of the heavy maneuver force. This
does not mean that the discussion is irrelevant to
the other arms. More important, the heavy force
maneuver unit depends on successtul mastering
of support, leader, tactical and execution skills at

.
The heavy force maneuver

unit depends on successful mastering
of support, leader, tactical and execution
skills at an increasingly rapid pace of
operations at all levels . . . . Along with
political, doctrinal and other reasons,
tremendous technological changes
have caused an exponential advance in
complexity. . . . The heavy force brigade
or division depends on synergy from an
extensive array of individual and
collective skills. It has to achieve this
synergy in an environment of
unforgiving lethality.
L ]

an increasingly rapid pace of operations at all
levels from individual soldier to brigade. Along
with political, doctrinal and other reasons, tre-
mendous technological changes have caused an
exponential advance in complexity on the
heavy force battlefield. So the heavy force situa-
tion best illustrates the objective of this article.
More than any other force package, the heavy
force brigade or division depends on synergy
from an extensive array of individual and collec-
tive skills. It has to achieve this synergy in an en-
vironment of unforgiving lethality and one in
which there are few master practitioners of the
C? art.

It is key to note that with the advent of force—
on—force training technologies, the wise and
perceptive Active Army commander and his C-
headquarters quickly learned their limitations
on the modemn heavy force battlefield. The
National Training Center (NTC), Fort Irwin,
California, with its instrumentation, the Multi-
ple Integrated Laser Engagement System
(MILES), and detailed after-action review proc-
ess, has proved to be a humbling place that has
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shown (and continues to show) the tull-time
protessional how much he does not know.

Considering that the AC full-time protes-
sional has the advantage of eating, sleeping and
living in the environment of unit administra-
tion, maintenance, personnel management, dis-
cipline, and so torth, these mundane but essen-
tial subsystems have become second nature.
They are almost a reflex in the juggling act of es-
tablishing priorities for a heavy torce command-
er. In contrast, his part—time Reserve counter-
part does not regularly experience this
environment and even when he does it is amid
Reserve-unique (particularly for the ARNG)
challenges of soldier retention issues, familiarity,
political considerations, and the like.

Ot even more concern, the systems of person-
nel administration, discipline, maintenance.
supply and others are different from those ot the
Active Amy. Even with a “well-oiled” ma-
chine, going from a known system to a different
one is not easy and takes time. When con-
fronted with multiples of new systems, without
generous adjustment time worked in, the transi-
tion could be “rough” (if not resulting in a total
breakdown of unit function). It is important to
note here that we are not even talking about the
business of training to standard in the demand-
ing art of tactical and operational movement
and employment of forces (moving, shooting
and communicating of units).

Given areality like the one just discussed, how
does the Army approach the diffcult challenge
of being able to expand itself from a smaller base
during mobilization? How does it expand
through varying, and possibly increasing, levels
of force size in response to a wide range ot poten-
tial contingency operations (CONOPS) along
the continuum of conflict? How will the Ammv
be able to do this if it is significantly smaller than
it is today, particularly it its Active training infra-
structure of institutions, individual and leader
training systems are included in the downsizing
of the Army?

It is very clear that there must be a viable Re-
serve structure that can quickly “fill out™ the
force to necessary expanded levels. But. we must
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now ask whether the Total Force systems that
have evolved can meert the challenge of training
an expanding force! Certainly, we can see rela-
tive validity in the current system with Reserve
combat service support units and individuals.
The service support skills developed in peace-
time are almost immediately transferable to a
full-time military sphere. The most obvious ex-
ample would be the medical area. However,
arms such as heavy maneuver, which depend on
a tough, training regimen to achieve synergy,
have a tremendous challenge in peacetime.
Even with the intense tull-time effort of Active
units, it is not easy. For the Reserves it is harder,
and the traditional system may need revision.
This is particularly the case if the Reserve heavy
forces must be used quickly.

Let us assume, then, that the nation will have
an immediate need for additional heavy force
units. These units will have to be less dependent
on a robust Active Army training base for certiti-
cation in meeting “trained to standard” require-
ments because the smaller force will be lean. If
the country requires rapid train—up of these
forces, we must seek alternative methods to
bring soldiers and units to basic levels of skill
qualification. We must identify a factor that can
compensate for time.

A possible answer is the C> mechanism. If C’
elements can maintain high levels of competen-
cy, the major effort during train—up can focus on
providing competent soldiers and crews that can
be more quickly organized into ready units.
These units can then be moved through a rapid,
tough, go—to-war train—up strategy and can be
brought up to collective training standard quick-
ly. But this highly competent C* mechanism is
not easily achieved. C- has proved to be one of
the most difficult of the battlefield operating sys-
tems for the RC leadership to master in its lim-
ited training time. Leaders with active service
levels of competency in C? are needed to “jump
start” the system. How do we get them? How do
we structure the Reserves to maintain an ade-
quate level of C* proficiency so that their units
can focus their train—up time and emphasis more
efficiently? One answer is a C? structure at bri-
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1st Cavalry
Division oper-
ations officers
at the NTC.

With the advent of force—on—
force training technologies, the wise and
perceptive Acuve Army commander
and his C? headquarters quickly
learned their limitations on the modern
heavy force battlefield. The NTC . ..
with its instrumentction, the MILES, and
detailed after—action review process.
has proved to be a humbling place that
has shown the full-time professional

how much he does not know.
.

gade and above, fully manned by tull-time Ac-
tive soldiers, and we should investigate that ave-
nue as a solution.

The remainder of this article presents a possi-
ble approach. Discussion is generated with tull
knowledge that some of what is being oftered
treads on emotional areas. This is particularly
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]
The AC fulltime professional '
has the advantage of eating, sleeping
and living in the environment of unit -
administration, maintenance, personnel
management, discipline, and so forth. . .
these mundane but essential subsystems
have become second nature. They are
almost a reflex in the juggling act of
establishing priorities for a heavy force
commander. In contrast, his part—time
Reserve counterpart does not regularly
experience this environment and even
when he does it is amid [the] Reserve—

unique challenges.
R

true of the ARNG. The intent is not to divest
the Guard of a mission or the nation of its militia.
In fact, the approach endeavors to preserve the
best of the ARNG traditions, while confronting
the emerging realities of the smaller, fiscally con-
strained, CONOPS-oriented Army. This is a
world where technical incompetence of maneu-
ver forces promises to reward that incompetency
with large-scale death of our soldiers. Neverthe-
less, it remains a world where the nation may
have to rapidly expand its forces to significant
levels from a smaller Active base.

This discussion tully appreciates that what is
being considered—rapidly available units
trained to a high standard—is a function of many
factors. However, as a single area that might ex-
ponentially contribute to a solution, especially
on reduced means, the focus will be on the C-
area. The potential pavoff is worth a sincere and
objective review.

A C2 Approach for the
Maneuver Unit Reserves

The title of the article refers to tactical C* of
Reserve units. There can be considerable argu-
ment over a precise definition of this notion. For
purposes of this discussion, it applies to a peace-
time C? node (headquarters) that oversees all
warfighting training, individual and collective,
of a set of subordinate units. On mobilization,
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this node tulfills its wartime C* function.

Previous comments alluded to the recent ex-
periences with competency levels that can be
expected from certain types of inactive C- nades
upon mobilization, especially the types of C-
that promise to become more difficult to master.
These are the maneuver types of C?, particularly
tor the heavy force. The anticipated reduction
in size of the CONOPS Army and the time re-
quired for our rraditional Reserve C? system to
reach certitication standards based on recent
ARNG brigade mobilizations do not bode weti
for future battlefield success. We must seek an al-
ternative system.

A model worth considering is as follows:

® For maneuver (combat arms) forces, or-
ganize nothing above the battalion level. It
could be argued that the level should be compa-
ny or brigade, but for the purpose of discussion
here, battalion is most appropriate.

e Tactical C* above that level is fully AC
headquarters, responsible for training and con-
tingency mission readiness.

In the case of ARNG units, the militia tunc-
tion remains intact in that, for administration
(and strictly state requirements), the battalion
and separate companies report directly to the
state adjutant general, who also retains a post-
mobilization mission as currently described.
possibly one that could be expanded and retined.

Such a system retains the proud tradition ot
the ancient National Guard regiments, some ot
which saw active service in the early Colonsl
Indian Wars and against the French in the Seven
Years' War (French and Indian War).! In the
case of the infantry particularly, we have the onlv
maneuver units ot our Army that fly battle
streamers from the Revolution. To say the least.
this heritage is worth preserving, even it re-
sources are constrained.

The issue, certainly a political one, is what
happens to ARNG, and to a lesser degree.
USAR brigade and divisional command heaa-
quarters! Certainly, on tradition alone, some ot
these headquarters represent great and worthv
American military history in World War 1.
World War II and Korea. However, none have
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An M60AT fires during
a night exercise at Fort
Hood. Texas.

Arms such as heavy maneuver, which depend on a tough, training regimen
to achieve synergy, have a tremendous challenge in peacetime. Even with the intense
JSfull-time effort of Active units, it is not easy. For the Reserves it is harder, and the
traditional system may need revision. This is particularly the case if the Reserve
heavy forces must be used quickly.

fought since. Certainly, some of these could be
used to create the C” system proposed here.
More germane to the discussion, what hap-
pens to the part—time senior officer practitioners
of the art of war!? It is possible that in the heavy
maneuver arena, in a CONOPS environment,
we have reached a point of national transition.
That is, the business has become so specialized,
complex and technical that it requires the dedi-
cation of full-time professionals. Otherwise it
will not work. This is certainly a tough pill to
swallow given tradition, law and political inter-
ests. However, in terms of senior-leader roles, all
is not bleak. All senior leaders above the grade
of lieutenant colonel, of all Army components,
will have to accept a smaller system anyway; so
the real issue becomes one of making our smaller
Army as good as possible with considerably fewer
resources. Tough choices cannot be avoided.
An important point must be made here. This
is not a slap at the professionalism and dedica-
tion of Reserve leaders. Even with the somewhat
slower C? systems and less capable weapons of
World War II, to produce proficient C? at regi-
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mental (today’s brigade) and division levels in
National Guard units, substantial periods ot
train—up were necessary to reach the standard ot
that time.” Significant infusions of leader per-
sonnel from the Active Army pool were part ot
the process (Regular Army, Army Reserve and
Army of the United States). In fact, the divi-
sions, as the war progressed. came to have the
personnel character of most other divisions in
the Amy. This was a result of individual re-
placements at the soldier level from the dratt
pool and complemented what was happening
with the leaders.

The same situation occurred with the six
Guard divisions federalized for Korea. Even
though a fair percentage of the Guardsmen in
1950 had battle experience that was onlv tive
vears old, the divisions, during their post-M-~dav
train—up, received significant numbers ot pecple
from the Active Army replacement system to
bring them up to strength. They all required a
tour- to six-month train—up before deplovment
overseas (40th and 45th Infantry divisions to
Korea and the 28th and 43d Infantrv divisions to
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Germany, the 31st and 47th remaining in the
Continental United States).’ The 43d Infantry,
from September 1950 until its return from Ger-
many to the United States and state control in
June 1954, was over that time transformed into

The 43d Infantry, from September
1950 until its return from Germany to
the United States and state control in
June 1954, was . . . transformed into a
division very similar in makeup to Active
divisions of that time. For example, the
division chief of staff and regimental
commanders by 1952 were all Regular
Army officers.

adivision very snmllar in makeup to Active divi-
sions of that time.® For example, the division
chief of staff and regimental commanders by
1952 were all Regular Army officers.” In fact, the
division that retumned, less the small contingent
of remaining Guardsmen, was redesignated as
the 9th Infantry Division.8

If a smaller force, in a world requiring more
rapid force availability, must have some of its
critical maneuver elements, (particularly parts of
its heavy force structure) in the Reserves, it is be-
coming increasingly critical to bring these for-
mations more rapidly to certification. As the C*
function also becomes increasingly complex, our
current system fails to meet the requirement.

Noting recent and past experience, the an-
swer may be the fully Active brigade and divi-
sional headquarters outlined here. These head-
quarters would have no troop units permanently
assigned during peacetime. However, they
would have a Table of Organization and Equip-
ment (TOE) complement of RC battalions.
They would be responsible for “war training”
these battalions in peacetime up to platoon level
on the 39 Reserve training days available each
year. These headquarters would be organized un-
der the Continental US armies (CONUSA).
They would be responsible for the pre-M—day
and post-M—day training strategy and execu-
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tion up to certification of the brigade bv the
CONUSA.

These headquarters would consist of a mix of
Active Army, USAR and ARNG officers and
soldiers in a full-strength brigade or division
headquarters organization. All Reserve person-
nel would be in an active duty, full-time capac-
ity. The commander and operations and train-
ing officer would be Active Army officers. The
deputy commander would be of the RC that pro-
vided the majority of the subordinate battalions
and separate companies.

These headquarters, in addition to planning
and supervising the war training of their assigned
battalions, would be responsible for conducting
their own aggressive warfighting training. The
objective would be a headquarters trained to
standard as a tactical C’ element. They would
accomplish this mission through individual and
collective training designed to bunld and pertect
the ability of the headquarters to C* subordinate
battalions, train them and properly orchestrate
all necessary support functions. This training
would incorporate use of command post exer-
cises (CPXs), Army Barttle Command Training
Program (BCTP) exercises and C’ of Active
battalions from other Active brigades for exer-
cises and training purposes.

Through this device of fully Active and thor-
oughly trained C* nodes (headquarters), the ac-
tivation, training and ultimate fighting ot Re-
serve battalions would be in the hands ot
seasoned staffs experienced in modemn C- tunc-
tions and professional in its execution. The lead-
ership problems and dislocations ot the past at
brigade (regimental) and divisional levels would
be greatly mitigated. Reserve units will be more
focused on maintaining readiness standards at
the level to which they are trained and. there-
fore, will become a known quantity tor strategic
planners. With individual and platoon-level
training accomplished by the Reserve battalions
during their 39 training days per vear, and bn-
gade and division headquarters training accom-
plished by Active full-time commanders and
staffs year-round. postmobilization training can
then focus on collective unit training at compa-
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Even though a fair percentage of the Guardsmen in I 950 had battle
experience that was only five years old, the divisions, during their post-M—day train-
up, received significant numbers of people from the Active Army replacement system
to bring them up to strength. They all required a four- to six—month train-up
before deployment overseas.

ny to hattalion levels. This produces a much
more manageable training etfort and a torce that
can be ready tor contingency missions in a much
shorter time. i

Because the bricade and division C- elements
are composites, full-time ARNG and USAR ot-
ficers are not denied the opportunity to advance
and obtain experience. It anvthing, such oppor-
tunities are enhanced through a tighter associ-
ation with Regular Army counterparts in a fully
operational active duty environment. RC as-
signments to these postings can be on a rotation-
al or long—term basis, whichever is more preter-
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able to the two components in terms ot career
progression.  Also, rank structures could be de-
veloped whereby the depury commander of
brigade, whose commander is an Active Ay
colonel, might also be a colonel (similar toasvs-
rem used by the German Bundeswehr's Bronics-
heer). This relationship would have to be care-
tully considered tor its ramutications. rut 1t
could work.

The objective, then, is to have all tacnical C
structure in the Army at brigade and division lev-
elsonafully Active tooting. Some of 1t the most
ready for deplovment, consists of tully manned
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C? has proved to be one of the
most difficult of the battlefield operating
systems for the RC leadership to master
in its limited training time. Leaders with
active service levels of competency in
C? are needed to “jump start” the
system. . . . One answer is a C? structure
at brigade and above, fully manned by
full-time Active soldiers, and we should
investigate that avenue as a solution.

What happens to the part—time
senior officer practitioners of the art of
war? It is possible that in the heavy
maneuver arena, in a CONOPS environ-
ment, we have reached a point of
national transition. . . . The business has
become so specialized, complex and
technical that it requires the dedication
of full-time professionals. Otherwise
it will not work.

Active Army formations (today’s AC force
structure). The remainder of brigade and divi-
sion maneuver force headquarters would control
ARNG and USAR units for contingency mis-
sion training. Each ARNG unit would remain
under its state adjutant general for state missions.
Inother words, this is a system of cadre headquar-
ters to which Reserve units are assigned. Using
this system, it is anticipated that the Army could
reduce the train-up time of Reserve forces be-
cause of an immediately proficient C? capability.

Certainly, there is a broad range of different
combinations that could be applied. Some ex-
amples include: a mix of Active and Reserve bat-
talions assigned to AC headquarters, different
mixes of components in the C? elements of these
headquarters such as some commanded by
USAR or ARNG officers with Active Army de-
puties, and so forth. However, as the recent ex-
perience with the intense heavy force training of
the ARNG brigades activated for Desert Storm
has shown, it takes more than 70 days to bring
inactive heavy force C? elements to baseline
competency. As the Active Armmy professional
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has leamed through demanding rotations at the
NTC and its virrual war environment, it is a
tough, complex business, and the battletield i<
pitiless. Even the wisest Active C” element.
trained in an active duty situation, improves and
more fully appreciates what it does not know.
This battlefield does not know politics back
home, only performance and results.

Finding the Assets

At tirst, formation of fully Active brigade and
division C” units for the entire force sounds like
a massive undertaking. It may seem even more
difficult in view of currently authorized and cer-
tainly, projected Active and Reserve force lev-
els. However, the Active Army personnel mav
be available in the form of soldiers and ofticers
assigned to the readiness regions, some US
Ammy Training and Doctrine Command (TRA -
DOC) assets, recruiting commands, and so
forth. Noting that these units will be hybrids of
Active, Reserve and ARNG forces, the person-
nel in such a program are probably available
with appropriate reorganization. This would be
possible since the essential functions for many of
these current organizations would be assumed
by the proposed C* units. This is apparent
when we review readiness region funcrions that
provide substantial Active Army counterpart
support to a fully manned, part—time Reserve C-
structure.

Probably more germane than all of this ration-
ale is the very real possibility that by 1995, the
Army will not be able to afford to man and train
the force the way it has been doing it. The cur-
rent system will have to change regardless. In
terms of equipment, it is basically available in the
structure today. The projected brigade and divi-
sion C* unit requirements for the force over the
next five years will decrease as the force structure
decreases.

The New Total Force

In this discussion of an approach for producing
an expanded battle-ready ground maneuver
force from Reserve assets, the focus is on a C- so0-
lution. We have seen the increasing ditficulry ot
taking the continually modemizing lethal and
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The objective, then, is to have all tactical C? structure in the Army at brigade

Senior divigional officers
inspecting #nnual National
Guard training.

and division levels on a fully Active footing. Some of it, the most ready for deploy-
ment, consists of fully manned Active Army formations. The remainder of brigade
and division maneuver force headquarters would control ARNG and USAR units for
contingency mission training. . . . This is a system of cadre headquarters to which
Reserve units are assigned . . . The Army could reduce the train—up time of Reserve
forces because of an immediately proficient C- capability.

complex heavy torce trom mactive status and
quickly traming 1t ro certttiable standards tor
combat emplovment. It is now obvious thar
problems exist in our current system of Reserve
rraining ot combat formations that must achieve
combat—ready certitication quickly upon mohili-
satton. [t bees tor asolution that ofters a wav to
ump start Reserve combar tormations in the
rruning and certitication process.

Finding the best solution s particularlv crineal
when we realize that budeet alone wall cause the
Armv ro reduce o a much smaller Active toree.
This torce will be more dependent on the Re-
serves tor expansion, particularly in an environ-
ment where CONODPS rrmine and readiness
will be the mile. A madel tor a revamped -
structure combmme AC protessionalism and
competency with RC mdividual and small anne
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truning ~streneths, This solution takes the
ot tollowine sernghttorward coneeprs:

e Fullv active hricade and division ¢ cle-
ments statted by rall-nme Active Amv, ESAR
and ARNG personnel tor all RC mancuver Bt
raftons.

e Thewet - clements would controf aii Ko
MAneuver units for peacenime wartizhnn
Traming

o RO mancuner forces would be crcamzea
ondy up o battabion.

e Deacenme thonme of RO hattalions o
compantes would tocus onindnadual s .
oecupational spectalty qualificanon and e
tve traming up 1o platoon level ‘

e ARNUI nmits tor starc misstons wd
CONTINUC To Fespond o state adiutants coner

o (arcer Joevelopment iesics tor ARG
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The recent experience with the in-

tense heavy force training of the ARNG
brigades activated for Desert Storm has
shown, it takes more than 70 days to-
bring inactive heavy force C? elements to
baseline competency. . . . Even the wisest
Active C? element, trained in an active
duty situation, improves and more fully
appreciates what it does not know. This
battlefield does not know politics back
home, only performance and results.

and USAR officers would be adapted to accom-
modate a scheme of periodic assignment to ac-
tive duty with the Active brigade and division
headquarters.

Certainly, there may be legal, political and
other hurdles to these admittedly controversial
proposals. However, the time for rigid adherence
to previously acceptable, traditional systems is
past. This is particularly true now for tinding
ways to rapidly expand the heavy force to meet
a wide array of missions in a CONOPS environ-
ment. The battlefield we are talking about is far
too deadly and our future forces will be too scarce
and valuable a commodity to squander. We must
find solutions, such as those proposed here, re-
gardless of how politically unappealing they may
be. Our smaller force for the future must be com-
posed of the best mix of Active and Reserve com-
ponents. It must also be trained in such a way
that gives our soldiers the best chance for success
on the battlefield and makes the best use ot our

nation’s human and material resources. MR

NOTES

1. Such units as the 182d Infantry (in 1733, the 1st Regiment of Militia of
Middiesex), Massachusetts National Guard, which claims an organization date
of 1636, along with other Massachusetts regiments, provided the basis for an-
nually formed provincial regiments during the Seven Years' War, sometmes
taking the field itself for short penods, exemplify these traditions. This particular
regiment is authonzed battle streamers to its colors for Lexington, Boston, Que-
bec, New York 1778 and New York 1779. For a discussion of lineage and hon-
ors for the 182d and others such as the 116th and 176th infantry. two Virginia
regiments that saw much service dunng the Seven Years' War (though both reg-
iments have earlier lineage. they both trace from the 1st and 2d Virginia regi-
ments of this war, the 1st having been commanded by Colone! George Wash-
ington) and the Revolution. see James A. Sawicki's infantry Regiments of the
U.S. Amy (Dumfries. VA: Wyvern Publications, 1981). For a discussion of how
provincal regiments were rarsed trom mifitia unds in Massachusetts and other
colonies, see Fred Anderson's A People’s Army (Chapel Hill, NC: University
of North Carolina Press, 1984). 26-27.

2. For a good summanzation of battle service for divisional units that now
exist only In the Army Reserve or National Guard see, The Army Almanac
(Hamsburg, PA. Stackpole Company. 1959), 650-95. The hstings are for
World War |. World War |l and Korea. Though Reserve divisions were mobi-
lized during the Cuban missile cnsis and Bertin Wall situabon, none have seen
battie since Korea.

3. Some insight to the leader problems encountered is provided in a discus-
sion in LTC Marvin A. Krexdberg and 1LT Merton G. Henry's. History of Military
Mobilization in the United States Army. 1775-1945 (Washington, DC: Depan-
ment of the Army Pamphiet 20-212. 30 November 1955), 604—605. The follow-
g quote from page 604 is interestng. “In National Guard unis the state of
training was such that men who wefe themseives incompletely trained were
called on to give basic training to raw setectaes. Mobilization pians and regula-
tons had made no provisions for assembling the cadres—officer and noncom-

missioned—ot the National Guard units enough i advance to train them 1o re-
cerve and In tum tran thew units when mobihized.” Page 605 has an equally
fiyrninating paint, “The National Guard had on ts rosters many ofhcers anq non-
commissioned officers who because of a lack of adequate training were not
adept ether in miftary skils or leadership.” The 32d Infantry Dvision was
brought into active federal service in May 1940, Sheiby L. Stanton's. Order of
Batve U.S. Army in World War il (Novato, CA: Presxiio Press. 1984). 112, Units
of the division tirst entered combat in September 1942 and still were not trained
to standard for the type of warfare they encountered, Lida Mayo s 8loooy 8una
(Garden City, NY: Doubleday and Company, 1974), 54. By thus pomnt in e war.
key commanders of the divisions. (for example. MG Edwin F. Harang. com-
mander, 32d Division) were Regular Army officers. The bottom hine s that train-
ing to standard takes time, even in a less technocratc war and. uftmatety takes
the most talented traners in the force 1o succeed.

4. A very good discussion as o why this occurred ts provioed in Kent Rob-
erts Greenfield. Robert R Paimer and Bell |, Wiley's. U.S. Amy in wona War
l: The Army Ground Forces: The Orgarvzaton ot Ground Combat Troo0s.
(Washington. DC: Office of the Chiet of Miltary History, 1947). 24435

5. James F. Schnabel, U.S. Army in the Korean War: Pohcy ano Direcoon:
The First Year (Washington, DC: Office of the Chief of Military Historv. 1972).
124-25. 294, 345 and 385 provdes considerable discussion about reaciness
challenges and the character of these unts.

6. Alefter, dated 11 September 1972 from the US Army chief of . tary his-
tory. provided a lineage and honors for the 163th infantry. a subortinate ur of
the 43d intantry Division, that established 5 September 1950 as the mob..zabon
date with 15 June 1954 as the release date from active tederal sence

7. Unnumbered pages 14 through 17 of 43d Infantry Division Pctona) Re-
view. 1952, and the Register of Graduates. United States Miltary Acacemv.
venty e Regular Army status of these oftcers.

8. Reassignment orgers tor CPT R. W. Rozman. June 1954
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The ARMY

NATIONAL GUARD

in a Changing Strategic Environment

Colonel Gary L. Adams, Army National Guard, and
Lieutenant Colonel Dwain L. Crowson, Army National Guard

chusetts Bay militia regiments were orga-
nized, later to be mobilized for the Pequot War
of 1637. In 1775, they fired the “shot heard
round the world” at the battles of Lexington and
Concord to begin the Revolutionary War.!

Following this auspicious beginning, the
Founding Fathers placed the militia clause in the
Constitution so that the new nation would rely
on a small standing army in peacetime vyet could
expand its forces in war through the use of a
large, trained citizen—soldier militia.? This is the
background of, and the basis for, the modermn-—
day National Guard. But will this militia serve
the nation as well in the future as it has in the
past! As we face the challenge of a changing
strategic environment, we must ask ourselves
whether the Nationai Guard can play a major
role in our new national military strategy and, if
it can, what that role should be. On this subje.t,
President George Bush said, “. . . reserves will be
important, but in new ways. The need to be pre-
pared for a massive, short—term mobilization has
diminished. We can now adjust the size, struc-
ture and readiness of our reserve forces to help us
deal with the more likely challenges we will
face.”

To determine the proper role for the Army
National Guard (ARNG), it is necessary to
understand the relationship of the ARNG to the
threat situation; our military strategy to counter
the threat; the Army’s doctrine for generating
and applying combat power; the assignment of
appropriate roles and missions; the force struc-

ON 13 DECEMBER 1636, three Massa-
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ture mix; levels of resourcing; and, finallv. the
factors of force readiness and availability.

This article makes a collective assessment ot
how the threar, strategy, doctrine, mission, torce
mix, resourcing, readiness and availability are re-
lated to defining how the ARNG can be used
under the Total Force policy to secure objectives
associated with both federal and state missions.
New and sometimes controversial views are
presented, with the primary purpose being t
help establish a basis from which to determine
the future role of the ARNG in our national
defense.

The threat is the logical starting place tor such
an assessment because when paradigm~shitting
events occur in the Soviet Union, Eastern Eu-
rope and elsewhere, that alter the nature ot
threats to our national security, then the entire
Army must make major revisions in how it orga-
nizes and conducts its military affairs to counter
these threats.

Threat. The Preamble to the Consttution
specifies this nation’s purpose and the justitica-
tion for the establishment of its Armed Forces,
which are:

e To form a more perfect union.

e To provide for the common detense.

e To promote the general weltare.

e To secure the blessings of libertv.™

It is critical that we identify the threats requur-
ing a “common defense” so that we can ensure
an American military force and capabihy
adequate to protect the inalienable rights ot
“life, liberty and the pursuit of happiness.™ In
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Opposing force armor bearing
down on a training unit's position

at the National Training Center.
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The Army’s doctrine must apply equally to all its components.
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Only one set of doctrinal principles can govern mobilization, deployment, operational
art, tactics and redeployment. Even though there is but one doctrine, it must take

Reserve Component units into account to employ them effectively.
— - -

this light, the National Guard is justified by a
variety of threats in the following areas:
e National security.

® The drug war.

o Natural disasters.
e Civil disorder.

e The environment.

® The quality of life in local communities
and states.

The National Guard is uniquely qualified to
assist in dealing with all of these threats because
of its proven capabilities and dual federal and
state status.

Strategy. As the threats change, so must our
strategy and doctrine change to keep our forces
as viable deterrents. The new defense strategy
emphasizes that our Armed Forces maintain
strategic deterrence and defense, forward pres-
ence, effective crisis response capability and a ca-
pacity to reconstitute themselves. In this con-
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text, it will be necessary for strategists to detine
how the ARNG will participate in this matrix.’
Strategy is the art and science of emploving the
armed forces of a nation to secure policv objec-
tives by the application or threat of force.® Thus.
it is logical to conclude that strategy also includes
the art and science of employing National Guard
forces. Examples of the ARNG forward presence
are the Equipment Maintenance Center it oper-
ates in Kaiserslautern, Germany, and the Avi-
ation Classification Repair Activity Depot at
Brussels, Belgium. The Guard enhanced the
Army’s forward presence in 1990 by deploving
21,475 personnel and 724 units for overseas de-
ployment training in 58 countries.

The “cadre division” concept will otter the
ARNG the opportunity to be a major torce in
the reconstitution process. However. the tu-
ture of the ARNG lies in its ability to provide
combat-ready troops, from a Continental
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United States (CONUS) base, to respond rapid-
Iv to regional contlicts or major wars.
Doctrine. The Army’s doctrine must apply

equally to all its components. Only one set-ot

doctrinal principles can govern mobilization, de-
ployment, operational art, tactics and redeploy-
ment. Even though there is but one doctrine, it
must take Reserve Component (RC) units into
account to employ them effectively. For exam-
ple, the commander responsible tor developing
the operational art for a campaign could be taced
with a major regional contlict where torward-
deployed or rapidly deplovable contingency
forces may only be able to deter or delav the en-
emy until early reinforcements arrive in theater.
When early and follow—on reinforcements are in
place, the commander would have the combat
power to conduct defensive or offensive opera-
tions. AirLand Battle doctrine under a particu-
larly large, protracted or concurrent contingency
scenario would have to accommodate large
numbers of major ARNG combat units—as well
as combat support (CS) and combat service sup-
port (CSS) units. Guard roundout brigades
might constitute one—third of the combat power
in the early reinforcement package, and the
follow—on reinforcements, if needed, would
likely include ARNG divisions, unless divisions
from Europe or Korea were withdrawn.

Under a low—intensity scenario of short dura-
tion, Active Army forces would respond with as-
sistance from ARNG units that have unique ca-
pability assets, such as linguists. Mid- to
high—intensity operations of 120 days or longer
will require substantial RC participation. There-
fore, modern mobilization, deployment and re-
deployment doctrine for the RCs will be just as
essential as AirLand Operations doctrine is in
how we fight on the next battlefield.

Tactics in future campaigns will also have to
be tailored to RC capabilities it reinforcing
units arrive with older, less capable equipment.
For example, while an Active Amy division
with new MIAI tanks and perhaps 60 days'
combat experience in theater would spearhead
an attack, a newly arriving ARNG division
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*" Guardsmen'onlajjoint uard-la'sv
team coordinate)wh__;hellcopter su g during

%’?mh,mf;% FoR Y 20
Approximately 730,000 Guard
man—days were expended [in FY 1991]
in support of local, state and federal
counterdrug operations.

As the importance of this mission grows,
it should affect pending force structure
decisions because current organization,
equipment and manpower allotments are
insufficient to provide the [high—tech]
equipment and specially des:gned organi-

zations the Guard requires.
— -

with older M60A3 tanks might be assigned to
protect a flank.

Mission. After analyzing how emercing
strategy and doctrine impact on the ARNG. 1t
is appropriate to look ahead at missions that can
be assigned to the Guard. The Guards mission
today, as in the past, is to help maintan worid
peace and order by deterring war or, it neces-
sary, fighting and defeating the enemv. Detense
planners must realize that the paramount nus-
sion of the Guard is to provide trained and
equipped forces when mobilized by Congress or
the president.

The Constirution empowers LCongress "t
provide for calling forth the militia to execute
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the laws of the Union, suppress insurrections

. . “S ~ . .
and repel invasions.” The Guard is uniquely

suited to repelling invasions, since it has units in

When paradigm-~shifting events occur
in the Soviet Union, Eastern Europe and
elsewhere, that alter the nature of threats

to our national security, then the entire
Army must make major revisions in how
it organizes and conducts its military

affairs to counter these threats.
. ]

3,200 communtities in the 50 states, Puerto Rico,
the Virgin [slands, Guam and the District of
Columbia.

Guardsmen in volunteer and full-time status
can also be a potent torce in the “war on drugs.”
In Fiscal Year (FY) 1991, approximately 730,000
Guard man—days were expended in support of
local, state and federal counterdrug operations.
As the importance of this mission grows, it
should affect pending force structure decisions
because current organization, equipment and
manpower allotments are insufficient to provide
the high~technology equipment and specially
designed organizations the Guard requires.

To provide protection and relief during natu-
ral disasters such as Hurricane Hugo or the San
Francisco Bav area earthquakes, the indispens-
able services of trained soldiers (who are imme-
diately available to govermnors or other state and
local agencies) are absolutely essential. In FY
1990, there were 292 state emergencies that re-
quired call-ups of the Guard. Guardsmen pro-
vided relief and assistance during 77 natural dis-
asters and six civil disturbances that involved
23,000 guardsmen and used 207,000 man—days.
Whether it is responding to floods, forest fires,
prison disorders, winter blizzards or search-and-
rescue missions, the ARNG is the most capable
military component to call.

Guard and Reserve units can continue to en-
hance the image of the United States by render-
ing assistance to foreign nations such as with en-
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gineer and medical unit support. Furthermore,
bv training with host nation personnel, particu-
larly in the Third World, US citizen—oidiers
contribute to world stabiliry.

Betore the Guard is assigned national secunty
missions, however, all factors attecting the
accomplishment of those missions must he con-
sidered. Moreover, the National Command Au-
thority (NCA), under the Graduated Mobuliza-
tion Response system, must have access o the
RCs and be able to tlexibly apply them in torce
veneration and projection across a wide spec-
trum of contingencies. When operational secu-
rity and surprise are important to the success ot
conringency missions, it is more ditticult to n-
volve the RCs. Ordinarily, Reserve torces must
be resourced at levels consistent with therr as-
signed missions to assure they maintain the cor-
rect readiness posture. Finally, RC units must be
capable of deploying by the required dates speci-
fied in contingency plans so their “availabihe™
{s appropriate to their missions.

Force Mix. Once appropriate missions tor
the Guard are understood, this factor helps
define the torce structure the ARNG needs to
accomplish these missions. Impending nscal
restraints and the changing international situa-
tion not only mean the Total Force will be
smaller but also that it will be restructured to
support emerging reliance on strategic Jeter-
rence and defense, forward presence, crisis rc-
sponse forces and reconstitution torces.  This
means changes will likely be made in the torce
mix, or in the balance berween heavy, light and
special operations forces; however, this balance
must also include the right force mix of Active,
ARNG and US Ammy Reserve (USAR) unuts.
An optimal mix would be one that provides
forces of the appropriate size, structure and
availability to counter likely threats. Burt this
must be a force that is attordable.

Missions should be assigned to each Amv
component dependent on its availabilinv. the
relative peacetime cost to maintain it and 1ts
ability to pertorm.

If the RCs can meet the required deplovment

October 1991 » MILITARY REVIEW




dates with combat-ready units, combat and CS
missions and torce structure should be placed
primarily in the ARNG, with CSS placed in
the USAR. This rationale is simply based on
cost—eftectiveness and the traditional assign-

ment of units between the ARNG and USAR.

If the mission requires substantial forward—

Jdeploved forces or rapid deployment of

CONUS-based forces, the mission and force
structure obviously belong to the Active Armv.
The challenge is in instances where there is un-
certainty about the size of the required force

and where rapid deployment of some portion ot
the force is necessary—and later deployment of

reinforcements is anticipated. Then, the mis-
sion must be assigned to both components,
proportionate to the need.”

On the average, it costs 30 percent as much to
sustain an ARNG unit than an Active Army
one. While equipment procurement costs for
various types of units are essentially the same for
both components, base operations programs and
operational tempo expenditures can be reduced
substantially by transferring missions to the RC.
However, the largest savings come from the mili-

tary pay account, because the personnel costs of

ARNG soldiers is only 20 percent of that for Ac-
tive Army soldiers. In addition, the ARNG has
only 12 percent full-time manning—a further
cost advantage.

Next, the resourcing, readiness and availabil-
ity necessary for the Guard's force structure to ac-
complish its assigned missions must be analyzed
because these factors determine how much re-
liance should be placed on the ARNG.

Resourcing. With the impending budget
reductions, the overriding concem for the mili-
tary should be to retain the most cost—effective
defense capability within our forces. Calls for an
equal or fair share approach to budget reductions
should be ignored; cost—effectiveness should
govern our decisions, since it results in the great-
est combat power in relation to our expendi-
tures.

The ARNG FY 1991 annual budget of $6 bil-

lion consumed less than 10 percent of the entire
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uardsmen search the wreckage of a crashed United
rlines jet for survivors, Sigux City, lowa. 19 July 1@3...

In FY 1990, there were 292 state
emergencies that required call-ups of the
Guard. Guardsmen provided relief and

assistance during 77 natural disasters
and six civil disturbances that involved
23,000 guardsmen and used 207,000
man—days. Whether it is responding to
floods, forest fires, prison disorders.
winter blizzards or search—and-rescue
missions, the ARNG is the most capable

military component to call.
0

Army budget, yet the Guard has approximately
one—third of the total Army personnel strength
and furnishes almost one-half of the Amv’s
combat units.!® Therefore, when striving to
meet those missions that they can pertorm ettec-
tively, the ARNG and USAR are among the
most cost—effective bargains in the Jetense
budget.

Ower the past 10 years, the National Guard
has developed into a force that is combat readv
(82 percent of ARNG units are rated C3 or
higher).!! However, there is a definite price to
be paid in order to maintain a Guard that has the
readiness posture required for assigned wartime
missions. To correct battlefield deticiencies
noted during Desert Storm will require thart the
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RGs receive more resourcing in terms of full-
time cadre support, extra man—days for special-
ized training and the equipment required to be
interoperable with Active torces.

Readiness. Desert Storm raade it clear thdt
the Guard units were ready and willing before
being asked, came when called, served with pro-
fessionalism and proved, in combar, that they
could fight and win. The overwhelming evi-
dence is that their readiness in terms of person-
nel, equipment and training was sufficient for

L]
[Changes] in the balance
between heavy, light and special
operations forces . . . must also include
the right force mix of Active, ARNG and
USAR units. An optimal mix would be
one that provides [affordable] forces of
the appropriate size, structure and avail-

ability to counter likely threats.
]

them to perform the mission. The resource in-
vestment made under Total Force policy proved
to be worth the price.

Some question whether ARNG units can at-
tain the training readiness required for future
conflicts. This view usually stems from miscon-
ceptions about the performance of National
Guard units mobilized for Desert Shield. The fact
is that the Army was able to rapidly deploy 23
ARNG colonel-level commands and 37 lieu-
tenant colonel commands to the US Central
Command area of operation in support of Desert
Storm. Two ARNG field artillery brigades
deployed to Saudi Arabia within 45 days of being
mobilized and performed well in the ground
campaign, supporting the British 1st Armoured
Division, the US VII Corps and French forces.
Brigadier Christopher Hammerbeck, the
commander of 4th Armoured Brigade (United
Kingdom) said this about the support received
from the 142d Field Artillery Brigade (Arkansas
and Oklahoma ARNG):

“From the US Army, we got the National
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Guard 142d Artillery Brigade with [one battal-
ion] of MLRS and [two battalions] of M11C. By
volly, they were good. | was able to see the bom-
bardment laid down in front ot me . . . the 142d
was firing over my head . . . it was a sight | shall
remember for the rest of my days. Talking with
an Iraqgi artillery commander after the war, he
told me that 90 percent of his crews on that posi-
tion had been killed or wounded when this ini-
tial bombardment had gone in. He lost more
than 70 guns in the space of an hour, which was
a pretty major achievement.”!

Even though the analysis of the readiness con-
dition, postmobilization training and Jeploy-
ment criteria for the three ARNG roundout bri-
gades is not complete, several conclusions can be
drawn. General Carl E. Vuono, then Army chiet
of staff, stated the most important conclusion at-
ter the three brigades had completed their un-
paralleled postmobilization training for Desert
Shield when he said, “The roundout concept is a
viable concept,” thus paving the way tor this
practice to contmue playing an important role in
the force mix.!> The readiness reporting system
needs to be revised so it gives a true picture of a
unit’s combat capabilities. Deployment doctrine
should be expanded to delineate when combat
units would be deployed under minimum stan-
dards (C3) and when they should expect to re-
ceive extensive postmobilization training so
they can deploy fully combat ready (Cl). Even
with the improvements that will be torthcoming
trom the recent lessons leamed, indications are
that roundout units will continue to require 60
to 120 days postmobilization training to com-
plete maneuver training at the battalion and
brigade levels.

Was the ARNG as ready as it could have
been prior to Desert Shield? The answer is no.
From a lessons-leamed perspective, improve-
ments are warranted so readiness can be en-
hanced. Battle staff synchronization skills need
to be sharpened. The ability of ARNG units to
sustain themselves logistically during extended
field maneuvers has to be improved. Units
must learn the Army maintenance system and
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rely less on the ARNG's peacetime system.
Gunnery and maneuver proficiency to at least
platoon level is an imperative, which means
that units must train on adequate ranges. Non-
commissioned officers (NCOs) must master the
Common Task Test (CTT) so they can aggres-
sively train their soldiers on these tasks at every
opportunity.

Greater emphasis on leader development is
required if Guard officers and NCOs are to keep
pace with their Active counterparts. Active
Guard Reserve or full-time manning personnel
need to possess solid leadership traits and high
tactical proficiency. A working knowledge of
US Department of the Army Field Manual
100-5, Operations, and AirLand Operations
doctrine must become the rule rather than the
exception. These deficiencies were largely cor-
rected during postmobilization training, but
with proper command emphasis, they could be
corrected during weekend drills and annual
training periods.

There are products on the shelf that the
Army and National Guard can use to enhance
ARNG readiness for future missions. Full use
of the Combined Arms and Services Staff
School (CAS?), the battalion and brigade Pre—
Command Course (PCC) and the Tactical
Commanders Development Course (TCDC)
would be combat power multipliers for Guard
commanders and their staffs. The upcoming
Battle Command Training Program (BCTP)
will enable ARNG divisions to train effectively.
Access to combat training centers is the ultimate
training experience, and Guard roundout or
round-up units should complete a rotation
through the National Training Center, Fort Ir-
win, California, or Joint Readiness Training
Center, Little Rock Air Force Base and Fort
Chaffee, Arkansas, during the tenure of each
commander. Proposed regional training sites
would offer the ranges and maneuver space for
combat units and special facilities for CS and
CSS units.

The outdated system of 15 days for annual
training could be replaced with two 15~day peri-
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ods or three 10—day periods tor high—priority
units. High—tech, low—density militarv occupa-
tional skills (MOS) need to be tilled by tull-time

L]
On the average, it costs
30 percent as much to sustain an ARNG
unit than an Active Army one. While
equipment procurement costs for various
types of units are essentially the same for
both components, base operations
programs and operational tempo ex-
penditures can be reduced substantially
by transferring missions to the RC.

The ARNG FY 1991 annual
budget of $6 billion consumed less than
10 percent of the entire Army budget, yet
the Guard has approximately one—third
of the total Army personnel strength and
Jurnishes almost one-half of the Army’s
combat units . . . the ARNG and USAR
are among the most cost—effective

bargains in the defense budget.
C ]

personnel. Personnel, finance and maintenance
systems can be automated to match Active
Army systems. Commitment and accountabil-
ity on the part of the leadership will correct
shortcomings associated with doctrine, CTT
and staff procedures. These changes are attain-
able.

We must not pretend the ARNG should
maintain the same peacetime training readiness
as its Active counterpart. General John R. Gal-
vin, supreme allied commander, Europe, com-
mented: “It all boils down to the tact that vou
cannot train as well on about 40 davs a vear as
vou can on about 250 days a year. And that’s the
difference between the Reserve and Active
forces.”'* It makes sense to conserve resources
and maintain a lower readiness protile, perhaps
C3 during peacetime, if there is sutficient wamn-
ing time to conduct postmobilization training to
improve readiness conditions to Cl. This allows
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RC units to train to the same standard, but on a
lesser number of tasks. Even high—priority units
such as roundout brigades with an early rein-
forcement mission will likely have time between
mobilization and deployment to enhance readi-
ness to full mission—capable status. Under the
emerging strategy and AirLand Operations doc-
trine being formulated, the Guard can be ready.

There is a definite price to be paid
in order to maintain a Guard that has
the readiness posture required for
assigned wartime missions.

To correct battlefield deficiencies noted
during Desert Storm will require that
the RCs receive more resourcing in terms
of full-time cadre support, extra man-
days for specialized training and the
equipment required to be interoperable

with Active forces.
. ]

Availability. Carl von Clausewitz stated the
purpose of peacetime armies when he said: “The
whole of military activity must relate . . . to the
engagement. he end for which a soldier is re-
cruited, clothed, armed, and trained . . . is simply
that he should fight at the right place and at the
right time.”!” Perhaps the critical question about
ARNG units is not whether their readiness will
be sufficient for the mission but whether they
can be at the right place at the right time.

When a mission is allocated, there are several
factors that need to be considered to determine
the availability of a force to accomplish that
mission. First, there is waming time. Active
forces are more able to respond to a worst—case
or short-warning scenario. The opposite is gen-
erally true for Reserve forces, since a longer
warning time translates into more reaction time
for them. Once the NCA decides to react to a
crisis with military force, the time required for
mobilization, deployment and employment in
theater must be factored into the decision be-
fore it can be determined if Reserves are ap-
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propriate for the mission.

Two improvements are still needed to increase
the availability of both the Guard and the Re-
serve for activation. First, the Army's mobiliza-
tion procedures need refinement so each RC can
be integrated more efficiently. Second, the au-
thority for the president to involuntarily activate
the Selected Reserves (Title 10 US Code 673b)
should be modified permanently so the Depart-
ment of Defense (DOD) can have ready access
to at least 200,000 reservists for more than an
initial 90 days plus a 90—day extension. The cur-
rent law is too restrictive and is likely to cause se-
rious bottlenecks in future mobilizations similar
to those encountered during Desert Shield. Ideal-
ly, the mobilization system and call-up authority
would be tailored to complement our strategy tor
force generation and projection.

The Defense Program has projected the Army
end strength (Active and Reserve) is to be re-
duced by nearly 27 percent. Accordingly, DOD
has proposed to reduce the ARNG from its cur-
rent end strength of 457,000 to 321,000 by 1995.
A smaller Ammy in the future is clearly the man-
date. Since we are willing to forgo the strength
of numbers, the challenge will be to retain a To-
tal Force powerful enough to counter tomorrow’s
threat, keeping in mind that force reductions
present real risks to readiness.

A proposed smaller Army of four corps and 20
divisions would mean continued reliance on
Guard combat forces for execution of crisis re-
sponse missions under our new strategy. Even
five fully structured Active Army divisions based
in CONUS would be only the foundation and
comerstones upon which to build force packages
that can be deployed for major regional contin-
gencies. ARNG brigades and divisions would be
among the building blocks for particularly large
or protracted contingencies, while USAR and
Guard CS and CSS would be necessary to com-
plete the structure for any substantial deplov-
ment.

General Creighton W. Abrams, the Amuy’s
post—Vietnam chief of staff, built a 16-division
force that was reliant on the Reserves to the ex-
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An M109 sel—propelled
howitzer moves into a

battery position during

Desert Storm.

P

The Army was able to rapidly deploy 23 ARNG colonel_level commands and

ey

37 lieutenant colonel commands to the US Central Command area of operation in

support of Desert Storm. Two ARNG field artillery brigades deployed to Saudi Arabia

within 45 days of being mobilized and performed well in the ground campaign, sup-
porting the British 1st Armoured Division, the US VII Corps and French forces.

tent that they could not be deployed without a
Reserve call-up. “They are not taking us to war
again without calling up the Reserves,” Abrams
was heard to say on many occasions. Retired
Colonel Harry G. Summers Jr. wrote, “The post—
Vietnam Army General Abrams sought to
create was designed deliberately to form an inter-
related structure that could not be committed to
sustained combat without mobilizing the Re-
serves. ... General Abrams hoped this . . . would
correct one of the major deficiencies of the
Amernican involvement in the Vietham War—
the commitment of the Army to sustained com-
bat without the explicit support of the American
people . . .16

There is an inherenr:t danger in developing, as
some have recommended, an Active corps that
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is completely self-contained and fully capable of
being rapidly deployed for contingencies such as
Just Cause in Panama. Such a corps could, un-
doubtedly, complete this type of mission more
efficiently than having to rely on Reserve “vol-
unteers” to assist. However, the danger lies in
the precedent this would set in the eves of the
American people. If we were to successtullv tight
in several small future contingencies without the
RGs, the nation would fall back into the s\n-
drome of believing the Reserves are onlv torces
of last resort in major wars—the verv thing
Abrams sought to prevent. Then RC readiness
would suffer, and resolve to use them would di-
minish. One lesson from Vietham we should
never forget is that Active forces should never
try going it alone unless they are willing to risk
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losing the support of Congress and the average
citizen. Desert Storm confirmed once again that
unity on the home front makes it easier to win
on the battlefield. RC participation in a contlict
will not assure national unity, but it definitely
helps.

A Total Force approach to winning future
conflicts will also require a unity of purpose and
effort among the components of the Army for
achieving the common goals and objectives that
best serve our nation. Around the year 56, Paul,
the apostle, emphasized this point when he
wrote the following to the Corinthians as dis-
putes threatened the unity and strength of their
organization:

“For the body is not one member, but many.
... And the eye cannot say unto the hand, |
have no need of thee: nor again the head to the
feet, I have no need of you . . . but God hath
tempered the body together . . . that there
should be no schism in the body; but that the

members should have the same care one for

L]
President(ial authority] to in-
voluntarily activate the Selected Reserves
should be modified permanently so the
DOD can have ready access to at least
200,000 reservists for more than an
initial 90 days plus a 90—day extension.
The current law is too restrictive and is
likely to cause serious bottlenecks in
Juture mobilizations similar to those en-
countered during Desert Shield.

e . ]

another. And whether one member suffer, all
the members suffer with it; or one member he
honored, all the members rejoice with it."!"

Unity of purpose between the Active, Guard
and Reserve is an imperative if the Total Force
policy is to achieve its full potential. May the
Army and the National Guard forever be as a
two—edged sword poised as a deterrent or wielded
tor our “common defense.” MR
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US Army Field Manual 22-
103, Leadership and Com-
mand at Senior Levels, serves
as a reference point for leader-
ship and command at large—
unit level. The author cites its
key concepts as he examines the
orders and actions of Allied and
German leaders during the
fighting at Remagen in World
War Il. He points out that
differences of vision and com-
mand climate led to the Allies’
quick capture of the Ludendorff
Bridge, opening the German
heartland to Allied attack. He
emphasizes the importance of
a strong central vision as well as
a positive, realistic command
climate to the Allied success
at Remagen and in future
operations.
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ENERAL Dwight D. Eisenhower said of the incident, “The
final defeat of the enemy, which we had long calculated would
be accomplished in the spring and summer campaigning of 1945.
was suddenly now, in our minds just around the comer.”" When
Adolf Hitler heard of the incident, “His anguished rage,” according
to one author, “knew no bounds.”> What occurrence inspired such
hope in one leader and such wrath in the other? On the afterncon of
7 March 1945, elements of the US First Army seized intact the only
remaining bridge over the Rhine River at Remagen, Germany. The
last great natural barrier protecting the German homeland had been
breached; the end of the German Third Reich became inevitable.
Historians tend to attribute US forces’ seizure of the Ludendortt
railway bridge at Remagen to “luck” or “fortune,” which often occurs
in war. This is incorrect. Specific German errors caused the bridee
to remain standing when the Americans entered Remagen. and
these errors (call them fortune if vou will) offered only an opportuni-
ty. Luck and fortune did not get the Americans across the bridge
that day. Rather, their capture of the bridge was the result ot initia-
tive and physical courage of which they can be justifiably proud.
There are many complex reasons behind the outcome of the
hattle tor the hridge at Remagen. But a major contributor to Ger-
man failure and American success that day was the vision ot senior
leaders on each side and the organizational climates that resulted
from their respective visions. This article will focus on these tactors
by first relating a short historical account of the battle tor the
bridge, then contrasting the “vision” and “organizational chimare™
of the German and US armies and studving the impact thev had on
the tactical outcome at Remagen.

The Battle

The action at Remagen occurred in the attermath ot the Ger-
mans’ Ardennes counteroffensive. The Allies spent most ot January
1945 reducing the Bulge and reestablishing the line they had camned
by early December the vear betore. After a short operanional pause




Brigadier General Will.

am M. Hoge

Leading elements

of Combat Command B
reached the heights above
Remagen just before noon
on 7 March and discovered
the railroad bridge still
Standing . . . Hoge, without
contacting higher
headquarters, changed the
mission of his entire
command and ordered

his men to capture

the bridge.
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at the Roer River, the Allied offensive continued with a two—phase
push to reach the Rhine River. General Sir Bernard L. Montgom-
ery’s 21st Army Group resumed the offensive first and reached the
Rhine on 9 March. General Omar N. Bradley’s 12th Army Group
resumed the offensive in the south on 23 February and by 6 March,
elements of both the First and Third armies were nearing the Rhine.

The German situation, meanwhile, had seriously deteriorated.
The Ardennes counteroffensive had depleted Karl Rudolf Gerd von
Rundstedt’s operational reserve, and he simply did not have the
combat power required to stop the Allied offensive in front of the
Rhine. Nevertheless, Hitler ordered von Rundstedt to keep a large
bridgehead in front of the Rhine south of Cologne. Although the
bridgehead had no chance of successfully holding Bradleys forces,
Hitler steadfastly refused to give up any German territory without
a fight. This order stranded most of the German 15th, 7th and 5th
Panzer armies in front of the Rhine. Later, the chief of staff of Ger-
many'’s Army Group B decried this “incredible” order, saying these
forces would have been far better employed preparing defenses on
the east side of the Rhine.?

Remagen and the Ludendorff rail bridge fell in the sector of the
US First Army under Lieutenant General Courtney H. Hodges,
who assigned it to Major General John W. Leonard’s 9th Armored
Division (AD). On the moming of 7 March, the 9th AD's orders
were to reach the Rhine River and link up with elements of General
George S. Patton Jr.s Third Army, entrapping the remaining Ger-
man forces on the west side of the Rhine.*

Leonard ordered his Combat Command A to seize the crossing
sites on the Ahr River and link up with elements of the Third Armv
to the south.” To Combat Command B, under Brigadier General
William M. Hoge, he gave the order “to establish a bridgehead over
the Ahrat Sinzig and to reach the Rhine River in zone. Be prepared
to continue attack south along the river.”® Though Leonard and
Hoge discussed the possibility of taking the Ludendortf Bridge if it
was still standing, it was not part of the day’s plans because nobody
expected the bridge to remain intact.’

Leading elements of Combat Command B reached the heights
above Remagen just before noon on 7 March and discovered the
railroad bridge still standing. Hoge arrived in the area about an hour
later and ordered his men to capture the town as rapidly as possible.
With the town secured and the bridge still standing, Hoge, without
contacting higher headquarters, changed the mission of his entire
command and ordered his men to capture the bridge.

The task of crossing the bridge under fire fell to Company A, 27th
Armored Infantry Battalion, commanded by Lieutenant Karl H.
Timmermann. In the few minutes before they started across, the
Germans detonated a tank trap, leaving a 30—foot crater in the west-
emn approaches to the bridge. Prior to the crossing, German explo-
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sives on the bridge detonated, but failed to collapse the bridge. De-
spite having witnessed these explosions and knowing he was
probably on a suicide mission, Timmermann led his company on a
brilliant attack across the bridge and captured both the bridge and
the railroad tunnel on the eastemn side.® ~

During the seizure of the bridge, Hoge received an order from
division to continue his attack down the westemn side of the river.
He ignored this order (in fact, disobeyed it) until his command se-
cured the bridge, then went back and informed Leonard that he
was across the Rhine.” Leonard confirmed Hoge's actions, then
requested 111 Corps to release him from his mission to link up with
elements of Third Army. The corps chief of staff, without at-
tempting to contact the commander who was in the field, ap-
proved Leonard’s request, releasing Combat Command A to help
exploit the bridgehead. Corps orders were quickly affirmed by
First Army, 12th Army Group and Eisenhower himself at Su-
preme Headquarters.©

On the east bank of the river, confusion over German defenses
was natural, in that its army was retreating so rapidly in the face of
the enemy. It was also self~induced, for two primary reasons. The
first was Hitler’s heavy—handed control of his field forces. He abso-
lutely refused to allow regular army units to retreat, requiring written
permission for units not in contact to withdraw behind the Rhine. !!
Army Group B was even precluded from sending staff officers back
to plan defenses east of the Rhine.!2

There is another example of Hitler’s undue control, which would
directly impact the battle at Remagen. In the month before the
battle, US bombs destroyed a bridge at Cologne with a lucky hit on
demolition chambers that had already been prepared. This incident
caused Hitler to require written orders from the responsible tactical
officers before a bridge could be destroyed. One result of this order
was that the explosives for the Ludendorff Bridge did not arrive until
the rrllg)rning of 7 March, just a couple of hours before the Ameri-
cans.
Another, more critical reason for the Germans’ poorly prepared
defenses was the confusing and constantly changing command rela-
tionships for the area around Remagen.!* Responsibility for the
bridge was consistently a problem in the weeks before 7 March. The
Wehrkreis, a “home guard” controlled by Heinrich Himmler, de-
fended all the land east of the Rhine until, at some point, responsi-
bility transferred to the Field Army as it retreated. The relationship
between these two organizations was poor, and the changeover rare-
ly went well. On 1 February, responsibility for the bridge changed
from Wehrkreis VI to Wehrkreis XII, damaging what little ground-
work had been laid between the organizations.

The German 15th Army took responsibility for the area around
Remagen on 26 February. Instead of placing the bridge under the
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Specific German errors
caused the bridge to remain
standing when the Ameri-
cans entered Remagen . . .
Luck and fortune did not
get the Americans across
the bridge that day. Rather,
their capture of the bridge
was the result of initiative
and physical courage.

Field Marshal Karl von Rundstedt

.

Hitler ordered von
Rundstedt to keep a large
bridgehead in front of the
Rhine south of Cologne.
Although the bridgehead
had no chance of success-
fully holding Bradley’s
forces, Hitler steadfastly
refused to give up any
German territory without a
fight. This order stranded
most of [three] armies in
Jront of the Rhine.
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The Wehrkreis, a

“home guard” controlled by
Himmler, defended all the
land east of the Rhine until,
at some point, responsibility
transferred to the Field
Army as it retreated. The
relationship between these
two organizations was poor,
and the changeover rarely
went well. On 1 February,
responsibility for the bridge
changed from Wehrkreis
VI to Wehrkreis XII, dam-
aging what little ground-
work had been laid between
the organizations.

LXXIV Corps, in whose sector it fell, Field Marshal Walter Model,
Army Group B Commander, set up a special unit under Licutenant
General Walther Rowsch, responsible for defending the castern bank
of the river between Bonn and Remagen. On 6 March, Botsch was
relieved to take command of a corps, and responsibility fell to Gen-
eral Richard von Bothmer, the Bonn defense commander.

Command relationships at the bridge itself were no better. Cap-
tain Willi Bratge was in overall command, but Captain Karl Friesen-
hahn, an engineer, commanded the bridge itself and was responsible
for its destruction. Neither officer controlled the air defense artillerv
around the bridge.

The tinal change of responsibility for the bridge came early on the
morming of 7 March, when 15th Army assigned it to the LXVII
Corps, which was located 40 miles west of the bridge with units
“scattered at uncertain points along a broken front, trying desperate-
ly to defend their loosely held positions and at the same time as-
semble for a counterattack they had been ordered to make.””” Un-
der the circumstances, the best the corps commander could do was
send his executive officer, Major Hans Scheller, to assume responsi-
bility for a bridge 40 miles to his rear.

Scheller arrived at the bridge near midday, just before the Amer-
icans reached the high ground to the west and thus had only about
2 hours to acquaint himself with his new command before the
Americans reached Remagen. Although they were in town,
Scheller chose to leave the bridge open until an artillery bartalion
crossed, leaving the bridge intact when American tanks reached
the western side. Scheller finally ordered the bridge destroyed, but
the explosive charges failed. Scheller was forced to ask repeatedly
for a volunteer willing to go out to the bridge and activate the
emergency detonator. This detonator worked, just as US troops
began to cross the bridge, but because the charges were damaged,
they failed to collapse the bridge.!® '

Scheller attempted to organize a defense of the eastern side of
the bridge, but did not have enough forces to hold the Americans,
much less push them back across the bridge. After withdrawing
into the railroad tunnel, Scheller, having no communications with
higher headquarters, left on a bicycle to notify authorities the
Americans were across the river. The remaining German troops at
the b{'i7dge, under Bratge, surrendered to US forces later that eve-
ning.

German attempts to counterattack the bridgehead were slow and
ineffective, and on 7 March, the US Army was across the Rhine to
stay. These are the essential facts surrounding the fight for the Lu-
dendorff Bridge. But what leadership issues caused these events to
occur as they did? The answer may be found, to a large degree, in
the respective visions of the senior leaders and the organizational
climates those visions caused.
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Comparing US and German Senior Leader Vision

US Army Field Manual (FM) 22103, Leadership and Command
at Senior Levels, defines “vision” this way:

“Vision is a senior leader’s source of effectiveness. . . . It can be an
intuitive sensing, a precise mission, or a higher commander’ intent
for a campaign or battle. Regardless, it is the reference point against
which the senior leader measures progress.”'*

Thomas E. Cronin says vision is “havine an excellent idea or clear
sense of direction, a sense of mission.”"” Both of these views portray
vision as a tocus on an overriding idea or mission central to every-
thing a leader or his organization does.

Senior leader vision in war begins with the ability ot political
leaders to communicate their vision—the political aim of the war.
The vision of militarv leaders ought to be directlv extracted from
that of their political leaders.

The major Allied powers in World War IT had a diversity of politi-
cal considerations behind their participation in the war. In a sense.
however, the allied nature of their effort reduced the central Allied
political vision to the lowest common denominator. Few things
from World War Il were quite so clear—cut as the Allies” strategic
goal, first expressed at the 1943 Casablanca conference—uncondi-
tional surrender of the Axis powers. Stephen E. Ambrose said:

“This was the tinest alliance in history. The partners agreed upon
the broad goal and the broad strategy—the total defeat of the Axis
powers brought about by first assuming a defensive role in the Pacitic
and an offensive one in the Atlantic. That thev stuck to the agree-
ment was their greatest accomplishment.”

The orders given to Eisenhower before the Nomandy invasion
reflected this single-minded purpose. They stated simply, “You
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Eisenhower translated
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phase campaign for the
European Theater of

Operations. One of these
eight original points was
the, “complete destruction
of enemy forces west of the

Rhine, in the meantime

constantly seeking bridge-
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heads across the river.”

will enter the continent of Europe and, in conjunction with the
other Allied Nations, undertake operations aimed at the heart of
Germany and the destruction of her Armed Forces.”*! A simple
mission, certainly, in essence if not in execution, from which Eisen-
hower drew his essential military vision.

Eisenhower translated this mission into an eight—phase campaign
for the European Theater of Operations. One of these eight original
points was the, “complete destruction of enemy forces west of the
Rhine, in the meantime constantly seeking bridgeheads across the
river.”?2 Capturing a bridge across the Rhine, then, was conceived
very early as an important element in a concise plan that resulted
from a single-minded mission.

Eisenhower's vision was not limited only to himself and his statf.
[t permeated his armies. Bradley later indicated that his primary ob-
jective was the destruction of the German army.” He also noted
the original agreement between the leading Allied commanders:

“Long before D-Day, Ike, Monty and I had agreed upon a broad
plan for defeating Germany . . . Our primary objective was the Ruhr
industrial complex, the main source of Hitler’s steel production. We
believed that when Hitler perceived our objective, he would com-
mit his remaining ground forces to its defense. We would encircle
the Ruhr and in one stroke destroy or capture both his army and his
war production base, bringing the war to an end.”’* )

The simple missions given the commanders of US forces for 7
March continued to stress this simple vision—trapping and destroy-
ing German forces in front of the Rhine. At the same time, all of
the US commanders recognized the value of the intact Ludendorff
Bridge to their final goal.

One might think that it is easy to have a simple, shared vision
when all is going well and your side is winning. A short look at sen-
ior leader vision on the German side, however, will show this to be
untrue.

Senior leader vision differed with the Germans since it was em-
bodied much more into the personality of Hitler, who was both the
political leader and supreme army commander. Even in the early,
heady days of German victory, German army leaders did not share
Hitler’s complex vision.

Hitler announced his essential political vision for the German
nation very early in Mein Kampf. According to William L. Shirer.
this vision included four main themes. Hitler wanted, first, a Ger-
many that dominated the world. Second, he wanted to expand
Germany to the east. Third, Hitler’s vision required unification of
all German people under a single government and finally, it required
“purification” of the German master race from Slavic and Jewish
blood.??

Many German generals did not share this grandiose vision.
General Ludwig Beck resigned over the invasion of Czechoslovakia.
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Generals Bradigy and Eisenhower in Fra
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Senior German generals opposed both the invasion of Poland and
the invasion of Belgium and France. During the invasion of Russia,
Hitler’s “Commissar Order” required the immediate “purification”
by execution of the political officers attached to Russian military
units. Later, Field Marshal Erich von Manstein called this order,
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In the US Army, a simple,

shared vision was easily

translated into a military
vision that was shared at all
levels. On the other hand,

the vision of the senior
political and military

German leader—Hitler—
was complex and difficult.

It was morally nefarious.

It was unachievable at any
stage, and it was not shared
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by his subordinates.

“utterly unsoldierly. To have carried it out would have threatened
not only the honour of our fighting troops but also their morale.”?

In 1942, when Hitler’s empire had expanded to include nearly all
of Europe, his vision was equally grand. Hitler, according to Shirer,
believed at this time that decisive victory was in his grasp. He be-
lieved he would soon encircle Moscow from the east and west and
that the Russians were finished. He felt he would soon be able to
make peace with Britain and the United States and believed his
next move should be to push forces through Iran and the Persian
Gulf and link up with Japan in the Indian Ocean.?’

His generals saw it differently. Shirer says, “Almost all of the gen-
erals in the field, as well as those or: the General Staff, saw flaws in
the pretty picture. They could be summed up: The Germans simply
didn’t have enough resources to reach the objectives Hitler had in-
sisted on setting.”*8

In the days immediately surrounding the events at Remagen, Hit-
ler’s vision was even more out of touch with reality and less shared
by his armies. Field Marshal Albert Kesselring, whom Hitler ap-
pointed commander in chief of the West immediately after Rema-
gen, later told of Hitler’s vision related to him on his assumption of
command. Hitler told Kesselring the decision lay in the east, that
Russia would never penetrate his forces in the east, that western
forces would hold if the Remagen bridgehead could be reduced, and
that Kesselring’s mission was to hold until “new fighters and other
novel weapons” could be employed in overwhelming numbers.*’

Not surprisingly, Kesselring found the facts at the front to be quite
different. He offers evidence of how little Hitler’s army shared his
vision at this time and, incidentally, the resulting impact on com-
mand climate (to which we will turn presently). Kesselring says:

“The differences between the Supreme Command of the
Wehrmacht and the Army command which had existed for years
had meanwhile become increasingly evident. Their irreconcilable
mistrust had a paralyzing and in many cases disintegrating effect
with the consequence that the Army Command felt itself ham-
strung and misunderstood . . . This latent hostility was the grave
of initiative, damaging to the unity of command and wasteful of
energy.”°

In an interview after the war, German General Edward Hans Karl
von Manteuffel said this about the German army:

“After the Ardennes failure, Hitler started a ‘corporal’s war.’
There were no big plans—only a multitude of piecemeal fights . . .
From that time on, the main concern of most of the German com-
manders seems to have been, not whether they could stop the Allies’
advance, but why the Allies did not advance faster and finish the
war quicker. They were tied to their posts by Hitler's policy and
Himmler's police, but were praying for release.””! By March 1945,
vision in the German army had died.
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LEADER VISION

Adoif Hitler flanked by his henchmen Reichs—
marschall Hermann Goring (left) and Propa-
ganda Minister Josef Goebbels two days after
the 20 July assassination #&tempt which nearly
killed him, 22 July 1944.

In the US Army, a simple, shared vision was easily translated into
a military vision that was shared at all levels. On the other hand,
the vision of the senior political and military German leader—Hit-
ler—was complex and ditficult. It was morally netarious. [t wasun-
«chievable at any stage, and it was not shared by his subordinares.

The mmpact of vision on command climate suggested by Kessel-
ring above becomes even more clear upon further examination.

Comparing US and German Command Climates
FM 224103 detines “command climate™ as “a shared teeling, a
perception among the members of a unit about what lite s like." ™
Though this s a difticult concept to guantity, Licutenant Colonel
].R. Glick summarized several studies of command or organizational

chmare and tound six common indicators of a healthy “climare.”

These indicators were:

A sense of mission.

Trust.

Decentralized deciston making.
Clear standards.

Teamwork. ‘

Prudent risk-taking.

The most interesting element of Glick s tindimes s thar a shared
<ense of mission lies at the root of 2 healthy command climate. But
asense of mission” 1s the essence of Cronin's detinition of viston we
<aw earhier. Indeed, FM 221035 discussion of viston clearly sucgests
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One day, Bradley’s staff
complained that Patton was
not pushing his front col-
umn fast enough. Bradley
told them, “Patton knows
what he’s doing, just keep
your shirt on and you’ll
ee.” The next day, a
German counterattack hit
Patton’s lead column and
because he had held them
back, the attack was easily
defeated . . . Bradley’s was
the reaction of a leader
who implicitly trusted his
subordinates.
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a strong mterrelatlonshxp between a command’s climate and its
leaders vision. ** Kesselrmg recognized the same kind of relation-
ship between an army’s vision and its organizational health in 1945.

There should be an obvious link, then, berween these concepts, and
we may assume that a senior leader’s vision has a profound impact
on his command’s climate. This article will check that assumption,
using tive of Glick’s six indicators to measure the command climates

in the US and German armies during the battle for the Ludendorff

Bridge.

The tirst—and most important—element of a healthy command
climate is a shared sense of mission. From the discussion above, we
have already seen the stark contrast between a simple mission wide-
ly shared by US leaders and continually impossible missions rarely
shared by German leaders.

The second element is trust between leaders and subordinates.
By 1945, the US Army in Europe was at its peak, and trust among
its leaders was remarkably strong. Eisenhower said of Bradley:

“1 unhesitatingly class General Bradley's tactical operations dur-
ing February and March, which witnessed the completion of the de-
struction of the German forces west of the Rhme, equal in brilliance
of any that American forces ever conducted.”

Eisenhower felt the same way about Hodges, the First Army com-
mander. He attributes the First Army's success to Hodges’ “own effi-
cient and decisive leadership.”*

This trust went deeper than just Eisenhower for his subordinates.
Bradley called Hodges “one of the most skilled craftsmen of my en-
tire command . . . | had implicit faith in his judgment, in his skill
and restraint. Of all my Army commanders he required the least su-
pervision."

One might get the idea that these are the happy reminiscences
ot warriors who had won a great victory. A short anecdote is suffi-
cient to show this trust existed during the war as well as in the mem-
oirs that followed the war.

In the days immediately following the events at Remagen, Pat-
ton’s Third Army advanced rapidly toward Frankfurt and the Rhine.
One day, Bradley's staff complained that Patton was not pushing his
tront column fast enough. Bradley told them, “Patton knows what
he's doing, just keep your shirt on and you'll see.”*® The next day,
a German counterattack hit Patton’s lead column and because he
had held them back, the attack was easily defeated and they moved
on.*” Bradley's was the reaction of a leader who implicitly trusted
his subordinates. No worried telephone calls; no frantic messages;
no telling Patton to get moving—just a simple, “Keep your shirt on.
Patton knows what he's doing.”

Similar trust in subordinates did not exist on the other side of the
Rhine. Hitler's mistrust of his generals is legendary and need not be
repeated here. But there is ample evidence that mistrust infected
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his armies at all levels, especially in 1945, when the Reich was falling
apart. Kesselring noted, “Nazi party spying on the vopulation and
military destroyed the army's willingness to cooperate and gradually
caused intolerable friction and resentment on the parz of officersand
men.”® Falsification of troop strengths was common at this time in
the German army, and Bratge was accused of cowardice when he
wamned Army GrouF B headquarters, on 7 March, that the Ameri-
cans were coming."‘

Suspicion and mistrust existed at all levels in the German army.
This mistrust had a serious impact on the third element of a healthy
climate, teamwork.

German preparations for, and defense of, Remagen showed a se-
rious lack of teamwork. The jealous relationship between the Field
Army and Wehrkreis, and the confused and conflicting command
relationships severely impacted the Germans’ ability to plan effec-
tive defenses east of the Rhine. Likewise, when the time came for
good teamwork in battle, Scheller had to repeatedly ask for volun-
teers to go out onto the bridge and detonate the emergency
charges.

On the other hand, in the proficient US Army teamwork was, in
1945, probably at its all-time high. Bradley relates an incident in
Yanuary 1945 when the 5th Ranger Battalion called for 50 volun-
teers from rear echelon troops and was “trampled in the rush of a
thousand applicants.”#

Good teamwork was also clearly evident in the actions at the
bridge by Timmermann's company which, despite severe personal
danger, crossed a bridge wired for detonation and captured the
bridge and the tunnel on the other side. This type of teamwork and
the physical courage that enabled it to hold up under extreme stress
are the direct results of an outstanding command climate and the
soldiers’ trust for their leaders.

The fourth element of a healthy climate is decentralized decision
making. Itis in this area that the contrast between the US and Ger-
man armies had its greatest impact on the tactical outcome at Re-
magen. Hoge ignored orders from higher headquarters, risked the
loss of a battalion and changed his command’s mission to seize an
unforeseen opportunity. Had he waited to get permission, the op-
portunity probably would have been lost. Once Hoge notified his
superiors, commanders at every level confirmed his actions before
checking with their superiors.

On the German side, commanders dealt with an entirely different
decision-making climate. Army commanders were not allowed to
move or even plan the move of troops to defensive areas in the rear
without written permission, leaving them unprepared to defend Re-
magen. Bridge commanders, including Friesenhahn, required writ-
ten orders to destroy a bridge. Commanders were unable and afraid
to make even the simplest decisions on their own authority.
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Hitler told Kesselring the
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trate his forces in the east,
that western forces would
hold if the Remagen bridge-
head could be reduced, and
that Kesselring’s mission was
to hold until “new fighters
and other novel weapons”
could be employed in over-
whelming numbers.
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soldiers’ trust for their
leaders.

Hitler’s oppressively centralized decision-making rules also
slowed reaction to the American capture of the Remagen bridge.
General Kortztleisch wanted to commit the 106th Gun Brigade
against the bridgehead, but Hitler would not allow it.¥ It seems
nearly unbelievable that a supreme commander 400 kilometers in
the rear would control the commitment of a brigade—size unit, but
this was the norm for the German army in March 1945. Thisstilted
Jecision—-making process was, more than anything else, responsible
for the confused defenses of the bridge and the ponderous, insuffi-
cient reaction to US troops capturing this critical asset.

The final indicator of a good command climate is prudent risk—
taking by subordinates. We have already seen this to be true in the
actions of Hoge, who risked the loss of a battalion and the failure of
his written mission, to capture the bridge. But Hoge's risk was both
rewarded and confirmed by each of his superiors. (Bradley’s re-
sponse: “Hot dog, Courtney [Hodges}, this will bust him wide open
... Shove everything you can across.”)* Only two weeks later, Hoge
was promoted to command a division.

German leaders, on the other hand, lived in constant fear of retri-
bution for their decisions, risky or not. Hitler court—martialed the
“persons responsible” for loading the explosives into the Cologne
bridge which was destroyed prematurely.*> Scheller chose to keep
the Ludendorff Bridge open to allow the escape of an artillery battal -
ion, then lost the bridge to the Americans. For this risk, he paid his
life.*® These messages were not lost on remaining German officers.
One German officer noted that in the aftermath of Scheller’s court—
martial, “We trembled as several days later we heard about the result
of that court-martial trial . . . The same thing could have happened
to every one of us."#

Each of the five elements of a healthy climate, then, clearly
existed in the US Army and, just as obviously, were absent in the
German army during the battle for the bridge at Remagen.

Lessons Learned

Two important lessons may be gleaned from the battle for the Lu-
dendorff Bridge. The first is the critical importance to an army of
a strong central vision. In March 1945, a simple senior leader vision
existed in the US Army that was shared throughout the organiza-
tion. At the same time, the German army was hobbled by a com-
plex, unattainable vision that its soldiers often ridiculed.

A second lesson is the link between senior leader vision and the
command climate—a link clearly illustrated on both sides in the
battle at Remagen. Senior leader vision directly impacted the
command climates of the respective armies, positively in the US
Army and very negatively in the German. Indeed, the impacts on
command climate were so severe that thev directly affected the
tactical outcome in the battle for the Ludendortf Bridge.
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These concepts—vision and command climate—are difficult to
grasp and often not completely understood. But leaders must under-
stand and develop these concepts, for, as at Remagen, they may be
the difference between victory and defeat. MR
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Joint Task Force

JUST CAUSE—Before and After

Lawrence A. Yates

Operation Just Cause has been viewed as a swift and effective military
action that brought the crisis in Panama to a satisfactory conclusion.
The author describes the role and efforts of Joint Task Force Panama
in the two years of confrontation before Just Cause, during the inter-
vention phase itself and in the early stages of the rebuilding effort. He
cites the commanders, staff and units for exceptional performance in
an extraordinary and complex operation.




This article is based on interviews the author
conducted with participants in the Panama crisis; on
unclassified/declassified briefings and documents;
and on material appearing in the public media and
professional jowrnals.

FOR MANY Americans, including no small
number in the Armed Forces, US military
involvement in the recent crisis in Panama is
synonymous with Operation Just Cause, ex-
ecuted in December 1989 and January 1990. In
reality, the military was continuously and, at
times, deeply involved in the crisis from its in-
ception in mid-1987. The Reagan administra-
tion reinforced US troops in Panama in spring
1988. A year later, President George Bush
deployed more troops in order to protect US citi-
zens and assert US treaty rights. In each case,
speculation on the possibility of war filled the
media. Yet, when hostilities failed to materialize
and as other international concerns such as East-
em Europe and Tiananmen Square came to
dominate the headlines, US military activities in
Panama connected to the crisis receded from
public scrutiny.

Virtually overlooked was the work of Joint
Task Force (JTF) Panama, the organization acti-
vated by the commander in chief, US Southern
Command (CINCSO) in April 1988 to coordi-
nate security operations, engage in contingency
planning and manage the day-to-day tactical
aspects of the crisis. The purpose of this article
is to acquaint the reader, by way of a brief narra-
tive, with the pivotal role played by JTF Panama
before, during and after Just Cause.

The crisis in Panama erupted in June 1987 af-
ter General Manuel Antonio Noriega, com-
mander of the Panamanian Defense Forces
(PDF), cashiered his one—time heir apparent,
Colonel Roberto Diaz Herrera. In retaliation,
Diaz Herrera accused Noriega of drug trafficking,
election fraud and murder. Thousands of Pan-
amanians, including influential business and fi-
nancial leaders, took to the streets in an outpour-
ing of anti-Noriega sentiment. Demonstrations
and national strikes rocked Panama City, as the
opposition attempted to depose the general, the
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real power behind the country's democratic
facade. Noriega tried to quell the disturb-
ances by arousing nationalistic fervor, racial
prejudice and. increasingly, anti-American
sentiment. When words tailed, he resorted to
armed repression.

As violence in Panama escalated, spokes-
persons for the US Southern Command

(SOUTHCOM), the Panama-based unified

L/
In June 1987 . . . [Noriegal
cashiered his one-time heir apparent,
Colonel Roberto Diaz Herrera.

In retaliation, Diaz accused Noriega of
drug trafficking, election fraud and
murder. Thousands of Panamanians,
including influential business and finan-
cial leaders, took to the streets in an
outpouring of anti-Noriega sentiment.
... Noriega tried to quell the disturbances
by arousing nationalistic fervor. . . .
When words failed, he resorted to

armed repression.
)

headquarters responsible for US military inter-
ests throughout Central and South America, ad-
vised US citizens to avoid demonstrations while
traveling to and from the several US installa-
tions in the country, to conduct themselves with
propriety and, in general, not to interfere in
Panama’s internal affairs. The new CINCSO,
General Fred E Woemer, loathed Noriega but
believed that long-term US interests in Panama
and Latin America, the future of the Panama
Canal and the safety of US citizens and service-
men in Panama dictated a policy of prudence
that would keep the United States on the side-
lines of the crisis and prevent a breakdown in re-
lations between the PDF and the US militarv.
Washington, however, could not continue a
business—as—usual relationship with the Pan-
amanian dictator. Emotions surrounding the
drug issue in the United States made such a
course politically unfeasible. Congress, the State
Department and other federal agencies mounted
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a campaign of economic, financial and political
actions aimed at forcing Noriega to step down.
In February 1988, two federal grand juries in
Florida indicted the dictator on drug-related

L - ]
Noriega brushed aside Panamanian
President Eric Arturo Delvalle’s effort
to fire him and . . . thwarted a coup
attempt by a small cabal of disgruntled
PDF officers. Noriega charged the US
military with complicity in these actions.
He also questioned SOUTHCOM’s right
to operate inside Panama.
.. |

charges. The indictments and other sanctions
transformed Panama’s intemal conflict into a
US-Panama crisis.

In late February, Noriega brushed aside Pan-
amanian President Eric Arturo Delvalle’s effort
to fire him, and on 16 March, the general
thwarted a coup attempt by a small cabal of dis-
gruntled PDF officers. Noriega charged the US
military with complicity in these actions. He
also questioned SOUTHCOM s right to operate
inside Panama. Consequently, relations be-
tween the PDF and the US military reached the
breaking point.

As economic sanctions against Panama began
to take their toll, the incidents of burglaries and
theft rose in the country, much of the crime com-
mitted by Panamanians intruding onto US in-
stallations. Noriega, although negotiating
secretly with US officials, intensified his anti—
American posturing and stepped up PDF harass-
ment of US citizens and the detainment of US
service personnel. When, on 28 March, the PDF
stormed the Marriott Hotel in Panama City, ar-
resting and manhandling opposition members
and foreign journalists—the latter including five
Americans—US concern over the safety of
American lives and property peaked.

In light of these developments, the Pentagon
and SOUTHCOM could not dismiss the possi-
bility of some form of military confrontation
with the PDE At the direction of the Joint

Chiefs of Staff (JCS) in late February, SOUTH-
COM and its components began contingency
planning in a crisis action mode. The gamut of
contingencies ran from protecting American
lives and property to planning offensive opera-
tions to defeat the PDE Most analysts doubted
that Noriega would be toolish enough to pro-
voke an all-out US military response, but it
would be imprudent not to plan for that possibil-
ity. Staff officers reworked the old operation plan
(OPLAN) to defend the Panama Canal, in es-
sence creating a new plan, Elaborate Maze, that
assumed a hostile. rather than a neutral or friend-
ly, PDE One element of the old OPLAN carried
over to the new was the requirement fora JTF to
provide command and control for units con-
ducting defensive or offensive conventional
operations against the designated enemy.
The number of US units in Panama available
for such operations increased that spring. As the
threat to American lives, property and interests
in Panama rose, the Reagan administration de-
ployed augmentation forces to assist in—place US
units with the mission of security enhancement.
Between mid-March and mid-April, a brigade
headquarters and two battalions of military po-
lice (MP), a rifle company of Marines, an avi-
ation task force (TF) from the 7th Infantry Divi-
sion (Light) (7th ID [L]) and other units arrived
in Panama from the United States. Their pres-
ence helped lower the crime rate on US bases,
but raised the issue of command and control.
Giving a JTF operational control (OPCON)
over the units involved and tactical manage-
ment of the crisis would allow SOUTHCOM,
which had become fixated on the situation in
Panama, to regain much of its regional focus.
If a JTF were created, US Army South
(USARSO), a major Army command and the
Army component of SOUTHCOM, would pro-
vide the commander and the bulk of the staff.
By mid-March, a handful of officers on the
USARSO staff were already engaged in contin-
gency planning and other functions a JTF would
assume. Furthermore, communications be-
tween USARSO and the other SOUTHCOM

components were upgraded in anticipation
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opposition attempted to depose the general, the real power behind the country’s
democratic facade. Noriega tried to quell the disturbances by arousing nationalistic
Jervor, racial prejudice and, increasingly, anti-American sentiment. . . .
[SOUTHCOM|] advised US citizens to avoid demonstrations while traveling to and
from the several US installations in the countrv.

of a decision to activate the JTE

Yet, CINCSO dJdelaved making the decision.
The PDF had been read into certain portions of
the old OPLAN. knew the operational signifi-
cance of a JTF and could very easily regard its
creation as a provocation, even a prelude to hos-
tilities.  Woemer, while advocating a firm ap-
proach toward the PDE had no orders to begin
a war, so he deterred a decision as long as he
could. But the requirements of contingencv
rlans, the increasing need for tactical command
and control and a virtual ultimatum from
USARSO torced the issue. On 9 April 1988,
with no tantare, Woerner activated | TF Punama.

JTF Panama

Major General Bernard Loettke, the com-
manding general, USARSQ, assumed com-
mand of J[TF Panama. At Loettke's insistance, 1t
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was a trim organization, based on a manning
document of 80 to 121 slos. USARSO statt,
donning a second hat out of necessity, tilled most
of these positions, thus imparting a distinctly
greenish (Army) hue to a purple (joint) canvas.

Placed OPCON to JTF Panama for the pur-
pose of crisis management were virtuallv every
unit stationed in Panama and those brought in
as augmentation. JTF Panama’s mission was to
protect American lives and property, conduct
joint training and exercises and dratt contingen-
cv plans. It also had to he prepared. 1t called
upon, to execute the plans.

Within days of its activation, ] TF Panama re-
ceived its baptism under fire. On the might ot
11 April. the Marine companv sent to Panama
to enhance security detected signs of intruders
on the Armaijan Tank Famm, a tuel stomge area

north of Howard Air Force Base (AFB), on the

61




Staff officers reworked the old
operation plan to defend the Panama
Canal, in essence creating a new plan,
Elaborate Maze, that assumed a hostile,
rather than a neutral or friendly, PDF.
One element of the old OPLAN carried
over to the new was the requirement for
a JTF to provide command and control
Jor units conducting defensive or
offensive conventional operations against

the designated enemy.
]

west bank of the canal surrounded by hilly,
jungle terrain. In a tragic incident, the effort to
find the intruders resulted in the death of one
Marine from friendly fire. The shock of this had
yet to wear off when, the very next night, the
Marines engaged in a major fire fight with an es-
timated 20 to 50 intruders. A week later, in the
area west of Howard AFB, a Special Forces (SF)
team reported armed men advancing on its posi-
tion. Again, shots were fired and a reaction force
from the 1-508th, 193d Infantry Brigade, at-
tempted linkup with the isolated SF team.
These incidents set the tenor of the crisis for
the next year. To the harassment of Americans
and violations of the Panama Canal treaties, the
PDF had now added armed intrusions onto US
installations, particularly the tank farm, and
north of that, the Rodman Naval Station ammu-
nition supply point. The number and intensity
of these intrusions varied between spring 1988
and spring 1989. US officers assumed that the
PDF mounted these operations to provide expe-
rience for certain units, to keep pressure on US
troops and, perhaps, to provide an incident that
would make the United States look bad in the
world press or create a martyr for Noriega's cause.
While contending with the PDF, JTF Panama
made internal adjustments, particularly during
the first weeks and months of its existence. The
12 Apiril fire fight at the tank farm, for example,
had revealed a serious command and control
problem. The Marine company posted there,
Loeftke discovered, was not, in fact, OPCON to
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JTF Panama but, rather, to a Navy captain who
reported to the US Atlantic Command. CINC-
SO quickly recrified the problem by placing the
company under the Marine forces (MARFOR)
component of JTF Panama.

Not so easily resolved, however, was the issue
of command and control of special operations
forces (SOF). In the incident of 20 April west
of Howard AFB, conventional forces and SOF
had operated in areas adjacent to one another.
Yet, coordination between the units had been
poor, in part because the SOF belived that, for
security reasons, they could not divulge informa-
tion regarding their mission and methods. This
tactical disconnect was mitigated when the SOF
agreed to provide a liaison officer to convention-
al forces when safety and operational necessity so
dictated. A related issue of who would be in
charge of running special operations connected
with the crisis—the commander, JTF Panama
(or one of his subordinates) or the commander,
Special Operations Command South, who
worked directly for CINCSO—was never re-
solved to either party’s satisfaction.

Other adjustments included streamlining re-
porting procedures so that information flowed
through proper channels in a timely way. Still,
SOUTHCOM often received reports of inci-
dents well before JTF Panama. Equally irritating
to the JTF were the demands SOUTHCOM

placed on it for immediate information, whether
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Noriega, althoug egotiating secretly with US officials, intensified his anti-

"American vehicles at a check-
point outside Fort Clayton's
main'gate, 2 July 1988.

American posturing and stepped up PDF harassment of US citizens and the detain-
ment of US service personnel. When, on 28 March, the PDF stormed the Marriott
Hotel in Panama City, arresting and manhandling opposition members and foreign
journalists . . . US concern over the safety of American lives and property peaked.

accurate or not, reganding anv run-in with the
PDE Under pressure from Washineton, Woemn-
er had quickly learmed thar the JCS preterred in-
accurate mformartion to no intormation at all.

Eftorts to enhance nterservice communica-
tions—mainly providing evervone compatible
and secure cquipment, cettme them to operate
on the same variables and teaching each service
the rermimology of the others—proved much
more successtul.

With no end in sight ro the crsis, US nulitany
intelligence oreanizations in Panama had to m-
crease their meake, particularly from human in-
rellicence (HUMINT) sources, without violat-
my the canal rreaties or the rules coverning
mulitary torces ina triendlv™ host nanon. These
feaal constramts cuaranteed thar intellivence
usually tell shore of whart tield commanders de-
sired. Although the quantity and quality ot mtel-
livence improved as the crisis continued. resoure -
ing intellicence collection was not a high prioriey
until just months betore hostrlites,

For Loettke, a lareer issue was eetting the
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forces assembled under ITF Panama to think and
4ot Some” To turther this coal, he mandaced
that a maor ot traming event be scheduled
cvery two weeks and that other opportunities o
combine the tramime schedules of two or mere
wervices not be overlooked. It the Armys tor ox-
ample, had an e assaude exerase planned.
Loettke muchr ask that the Air Force cet in-
volved with an AC-130 the Navy with therr
wi—air=land ream (SEALSY and the Mannes
with their tleer antiterrorism security ream
(FAST). =oon the JTF start becan o anticipate
the veneral, and this ad hoc approach oot
rramne vielded oo tormal weeklv rrmime
meeting at which the operations and sttt orneers
trom the sister senvices would meld therr separare
rruning plans mto joms undertakines. Loerke,
on more than one cccasion, proclumed that the
“success ston ot JTF Panama rested primarnily
with the opportunities 1t attorded tor omt tram-
MY 1N 2 LTS environment.

The adistments made B ITE Poowone and
the success of omt e could not ensare
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complete efficiency or avert all interservice ri-
valry. The nature of the crisis, while in many
ways making each service more dependent on
the others, also brought to the surface some
deep-seated differences. None of these, save the
issue of SOF, was more irreconcilable than the
conflict between the MARFOR component and
the JTF Panama staff over rules of engagement
(ROE) and various operational constraints.
Colonel Amie Rossi, the ] TF Panama chief of
staff, used the term “twilight zone” to describe
the situation in which the US military found it-
self in Panama. The United States was not at
war with Panama, yet the situation could hardly
be defined as peace. Panama was not a war zone,
yet Panamanian and US troops were actively en-
gaged in a war of nerves, mind games and an oc-
casional exchange of fire. While much of the

Within days of its activation, JTF
Panama received its baptism under fire.
On the night of 11 April, the Marine
company sent to Panama to enhance
security detected signs of intruders on the
Arraijan Tank Farm, a fuel storage area
north of Howard Air Force Base, on the
west bank of the canal surrounded by
hilly, jungle terrain.

PDF evinced hostility toward US troops, other
Panamanians professed friendship for the Amer-
icans living in their midst.

There were also the articles of the canal trea-
ties that placed legal constraints on what US
troops could do in Panama. Yet, no US officer
in authority even hinted that the US govern-
ment violate or abrogate the treaty. The situa-
tion in Panama was extremely complex, full of
nuances and permeated with ambiguity. An un-
fortunate act of violence by US troops might not
only trigger a confrontation unwanted by Wash-
ington but also might concede Noriega the
“moral high ground” in the crisis. In this twilight
zone between war and peace, the US military,
constrained by political and military consider-

ations, had been given the mission of being firm
but not provocative. The proper response
seemed one of restraint.

While the Marines agreed with the need for
restraint, they maintained that the peacetime
ROE in effect in Panama were too restrictive.
With the Beirut tragedy uppermost in their
minds, MARFOR commanders argued that the
ROE did not provide adequate protection for
their men. The rules for waming trespassers,
even armed intruders, left Marine guards vulner-
able, the commanders protested, as did the nar-
row definition of what constituted hostile intent.
The commander and staff of JTF Panama coun-
tered that, if the PDF were really trying to kill US
soldiers or destroy US property, it could have
done so easily on any number of occasions.

Convinced that Noriega sought no military
showdown with the United States and fearful
lest an incident on a US installation result in
killing innocent Panamanians, Loeftke, with the
backing of CINCSO, refused to relax the ROE.
On occasion the JTF staff claimed the Marines
lacked fire discipline; the Marines vehemently
denied the charge—"We are not cowboys!” one
officer protested—while countercharging that
the Army evinced a garrison mentality in Pan-
ama. Both sides to the debate argued their posi-
tions on the ROE eloquently, but since both
could produce valid reasons to support their
respective case, they could find no basis tor
conciliation. One MARFOR commander in-
dicated that on most differences of opinion,
the Marines and the Army could sit down and
work out the problem. The controversy over
operational constraints, however, was the ex-
ception to that generalization.

As the crisis wore on into summer and fall
1988, the falling crime rate and only intermit-
tent activity on the tank farm and ammunition
supply point begged the question of reducing the
number of US troops in Panama and perhaps
deactivating the JTE The spring war scare had
subsided. The MP brigade headquarters and one
of its battalions retuned to the United States in
the fall, although efforts by the 7th ID (L) to re-

trieve its aviation TF proved largely unsuccess-
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The situation in Panama was extrem

Captured trespassers being
processed at Fort Kobbe after a
major MP operation, June 1988.
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e}y complex, full of nuances and

permeated with ambiguity. An unfortunate act of violence by US troops might not
only trigger a confrontation unwanted by Washington but also might concede Noriega
the “moral high ground” in the crisis. In this twilight zone between war and peace,
the US military . . . had been given the mission of being firm but not provocative.
The proper response seemed one of restraint.

tul. The activities of JTF Panama itself continued
to cat into USARSO regional missions, but
talk of deactivation proved premature. It
SOUTHCOM was concemed in the spring that
activating JTF Panama might appear to the PDF
as a bellicose act, the US military now worried
that its deactivation might send a signal of weak-
ness. There was also the message trom Washing-
ton that nothing should be done to “rock the
boat” in Panama during the US presidential
campaign. Finally, as long as it was possible that
the crisis might suddenly escalate, JTF Panama
needed to remain in place as the ractical head-
quarters for conventional operations.

Thus, JTF Panama won a stay ot execution—
tirst, until after the US elections; then, until
President Bush’s inauguration; and, after that,
until the Panamanian elections in May 1989.
Meanwhile, joint training and secuniry enhance-
ment missions proceeded on a generally routine
hasis, punctuated on occasion by increases in
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PDF harassment and fire tichts at the tank tarm
and ammunition supply point. Loeftke saw ro 1t
that guard duty ar the mwo tacilities tell not just
to combat troops but to combat support and
combat service support units as well. Betore as-
suming their post each night, guards had to qual-
ity in night tiring, “survival Spanish” and using
night vision devices. Meanwhile, JTF Panama
continued to revise its contingency plans.
Those plans had taken their basic torm m
April 1988 when the JCS directed that Eluborate
Muaze be broken down into separate operation or-
ders (OPORDS) for defensive operations (Elder
Statesman, then Post Time), oftensive operations
(Blue Spoon), civil-military and stability opera-
tions (Krvstal Ball, then Blind Logic) and a non-
combatant evacuarion operation (NEQO) (Klon-
dike Kev). Together, this series of plans would be
called the Praver Book. SOUTHCOM kept
control ot Blind Loge, while JTF Panama wrote
the OPORDX tor conventional operations. ¢ A
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separate Joint Special Operations Task Force
Panama, activated in March 1988, worked di-
rectly for CINCSO, as did JTF Panama, and was
responsible for planning special operarions.)
Taking their cue from JCS guidance retlected
in CINCSO OPORDs, JTF Panama statt otticers
submitted the first drafts of their assigned subor-
dinate plans in April 1988. In the months that

L. .
The 12 April fire fight at the

tank farm . . . had revealed a serious
command and control problem. The
Marine company posted there . . . was
not, in fact, OPCON to JTF Panama
but, rather, to a Navy captain who
reported to the US Atlantic Command.
CINCSO quickly rectified the problem by
placing the company under the Marine
Jorces component of JTF Panama.
L ]

followed, these plans would be modified and re-
vised, always with substantive input from JTF
Panama components and units outside Panama
such as the 7th ID (L) and 12th Air Force, all of
which had key roles to play under the plans.
From the outset of the planning process in
February and March, there had been talk of in-
volving the XVIII Airbome Corps in a planning
and operational capacity. Loettke had success-
tully resisted the suggestion early on, but in sum-
mer [988, SOUTHCOM invited the corps to
become the executive agency for planning and,
should the plans be executed, the operational
JTE JTF Panama conceded that it required cer-
tain corps assets in the event of hostilitics but
vigorously protested the full-scale participation
by the airborne headquarters.  JTF Panama
could do the planning, Loettke argued, and,
with only limitea augmentation from the XVIII
Airhome Corps, run a war. The issue remained
unresolved until November when the JCS oper-
ations directorate (J3) decided against JTF Pan-
ama. In February 1989, in a cordial gathering of
the appropriate planners, the XVIII Airbome
Corps became the executive agency for plan-
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ning. The transition came at an opportune
time, as crisis took a tum tor the worse that
pring.

That tuming point came in the attermarth ot
presidential elections in Panama on 7 Mav. In
the weeks before the clection, JTF Panama re-
viewed and updated its plans for enhancing secu-
rity, evacuating US citizens and handling ret-
ugees, among other contingencies, many of
which had been addressed a vear earlier. Upper-
most in the minds of the commander, statt and
tield units was the potential tor violence in-
herent in the electoral campaign. That porential
was realized once Noriega recognized his candi-
dates had lost the election. The general nullified
the results and ordered his Digniry Battalions of
so—called patriotic Panamanians to attack a vic-
tory march led by the winning candidates. Two
of the candidares and several other marchers
were severely beaten. In the crackdown that tol-
lowed, opposition members were arrested, jailed
and in some cases, tortured.

As the situation threatened to get out of con-
trol, Bush sent additional troops to Panama, to
include a brigade headquarters and a battalion
trom 7th ID (L), a battalion from the 5th ID
Mechanized (5th ID [M]) and a Marine lighe ar-
mored infantry company with light an »ored ve-
hicles ideal tor amphibious operatioi: . in Tan-
ama. The buildup, code-named Operation
Nimrod Dancer, turther enhanced US security
but also accomplished the pre—positioning of
units called tor in the contingency plans. As had
occurred the previous vear, conventional units
entering Panama during Nimrod Dancer became
OPCON 1o JTF Panama.

New troops entered Panama as other Amern-
cans were leaving under Operation Blade Jewel.
The intention of Blade Jewel was to reduce the
number of military dependents in Panama and
to bring on post military personnel living in the
civilian community. Desiened as a preliminary
teasure to “clear the decks” in the event ot hos-
tilities, the operation served rhe purpose o a par-
tial NEO (thousands of American citizens living
in Panama were not aftected) but lacked the le-
gal status of a formal evacuation. This tact, to-
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cether with the short nortice given many tamulies
that they had to leave the countrv by midsum-
mer, created no small amount of resentment,
rersonal hardship and confusion.  Although
each service was responsible for its own people,
JTF Panama monitored the operation, often
making up the rules as it went along. Innovative
thinking and dedicated eftorts, together with
timely assistance from the Department of the
Army, helped accomplish the mission. Absent
throtighout, however, was the necessary doctri-
nal vuidance for this kind of quasi—evacuation.
In ettect, “doctrine” was being made on the spor.

With the additional torces arriving in Pan-
ama, ] TF Panama created three TFs. The TFun-
der the 7th ID (L) brigade commander had the
Atlantic side of the canal area as its area of re-
sponsibility (AOR); the TF under the 193d Bri-
cade commander had as its AOR the east bank
on the Pacific side; and the TF under the MAR-
FOR commuander exercised authority over the
west bank on the Pacific side.

Mission changes tor JTF Panama accompa-
nied the changes in organization. US troops
would no longer simply react to PDF provaca-
tions but would reassert many American treaty
rights that the PDF had been violating at will.
Evidence of the new assertiveness included con-
voys of military vehicles moving from one side of
the canal area to the other, an increase in high-
visihility joint exercises and the seizing of US
property that had been leased to the PDF in bet-
ter times.

The assertion of treaty rights, in the words of
one JTF Panama officer, put the United States
“in a provocative mode,” although one in which
it continued to claim the moral high ground.
The concemn, of course, was that this course
would lead to a confrontation with the PDE

! Support
| Group
i 1 | I _1
Civil PSYOP Special Military .
Affairs Element Forces ! Police Engineers

Public Force
Liaison

Mtitary Support Group, JTF Panama. Spring 1990
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L]
Noriega recognized his candidates
had lost the election. The general nulli-
fied the results and ordered his Dignity
battalions of so—called patriotic
Panamanians to attack a victory march
led by the winning candidates. Two of
the candidates and several other
marchers were severely beaten. In the
crackdown that followed, opposition
members were arrested, jailed an-”
in some cases, tortured.
L]

Guidance trom higher headguarters left no
Joubt that all measures, up to and including
dendly force it need be, would be used to accom-
plish the mission. Washington was not bluthing,
although Bush did not desire war. Noriega evi-
dently was convinced of US determination, as
the PDF made little effort to interfere with the
convoys and exercises. In addition, PDF harass-
ment of Americans and armed intrusions onto
US facilities came to a virtual halt during the
summer.

This did not stop Noriega from turning some
operations under Nimrod Dancer to his advan-
tage in his campaien of psvchological wartare, an
area in which most analysts acreed the ceneral
excelled. For example, in one particular show ot
torce, MDs were inserted into Forr Amador, an
installation shared by the PDF with US senvice-
men and families. Noricga armived soon atter the
insertion, with his media in row. Smiling, the
ceneral shook hands with an MP and ottered
himself up for arrest if the MDs were inclined ro
apprehend him. in minutes, he had softened the
impact of the operation, transtorming a pressure
ractic into a comic event. Locttke conceded No-
riega’s “great propaganda plov™ and rook steps e
prevent its repetition.

With Noriega and the PDF retusime to conrest
the assertion of US rreary richts, the daneer o1
war in summer 1939 receded. I hosrilities came.
it would be through accident, nor desiem. To
those US officers <l hoping to avord aomaneor
war and its long—term ramitications, a number ot
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unintentional controntations that could have
provided a casus—belli caused deep concem. In
one six—week span, from late Mav through June.
there were at least six unanticipated incidents in
which the two sides only narrowly averted hos-
tilities. Several of these near misses derived from
poor coordination or simply bad luck ia wrong
turn. for example. bringing PDF and US troops
into unwanted contact). Rarely are military op-
erations executed without some snag.

More disturbing, however, was the mind-set
of the combat units entering Panama—they
simply had not been prepared to anticipate the
situation they confronted.  Units trom the 7th
ID (L) and the 5th ID (M), by their own admis-
sion, arrived in Panama assuming that war was
under way or imminent. Instead, they entered
the twilight zone, with its areas of gray, its ambi-
guity and its legal and political constraints.
Trained in a sterile “force—on-torce” environ-
ment, they went through the mental agony of
adapting: leamning how to forgo combat in favor
of psychological war games, applying the ROE
creatively to unique and unanticipated missions.
observing the letter of the canal treaties and
learning how to operate in an environment in
which friends (the majority of Panamanians)
and enemies (the PDF and Dignity battalions)
were intermingled. One bricade commander
noted that, given the realities of the crisis, he had
come to rely more on his statt judge advocare
than his operations officer and that he would
gladly have traded one of his ritle companies tor
an MDP company “well trained in peacetime

L - ]
Military intelligence organizations
in Panama had to increase their intake,
particularly from human intelligence
sources, without violating the canal
treaties or the rules governing military
Jforces in a “‘friendly” host nation. These
legal constraints, however, guaranteed
that intelligence usually fell short of
what field commanders desired . . . [but]
improved as the crisis continued.
L
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ROE.” The protessionalism of the US soldier, his
flexibility and his ability to adapt to contusing
and uncertain conditions contributed to keeping
the crisis from spilling over into hosulities
through unintentional action.

War did not break out, but neither did the cri-
sis abate. Diplomatic eftorts by the Organization
ot American States failed to resolve the impasse.
In a widely publicized comment, Bush implied
that he would not be saddened i elements with-
in the PDF overthrew Noriega. US assertiveness
seemed designed, in part, to put pressure on the
PDF in hopes of encouraging such a develop-
ment. But by the end of June, the PDF remained
unresponsive. Under directives from the JCS
and guidance trom SOUTHCOM, JTF Panuma
began studying options tor “ratcheting up” US
pressure tactics. The planning to squeeze the
PDF harder began under Loeftke, but execution
tell to his successor, Brigadier General (soon pro-
moted to Major General) Marc Cisneros, the
tormer SOUTHCOM J3.

In late summer and into fall 1989, Cisneros
oversaw aseries of joint PURPLE STORM train-
ing events and smaller SAND FLEA exercises,
the latter calculated to irritate and confuse the
PDF and to demolish irs conviction that the
well-heing of the nstitution depended on No-
riega remaining in power. Both kinds ot exercises
were also designed to rehearse parts of the con-
tingency plans tor detensive and ottensive opera-
tions and to desensitize the PDF to the trenetic
activiey of the US troops near PDF installations.
To enhance the readiness of US forces, Cisneros
also initiated combat readiness exercises (CREs)
to reduce the time needed tor units under his
command to reach the points from which they
could begin operations called tor under the plans.

From the viewpoint of JTF Panamut, the inten-
sitied exercises, which at one point mcluded the
temporary shutdown of a causewav connecting
Amador with island-based PDF unies bevond.,
Jid raise the enemivs level of anxiery and frustra-
tion. But available evidence to date provides no
link berween this increased pressure and the de-
cision by a handful of PDF officers to attempt to
overthrow Noriega in carly October. By conei-
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A company of the 5th infantry Division
conductiing a freedom—of-movement
exercise across the Panama Canal
Swing Bridge, May 1989. The troops are
- en route to Albrook Air Force Station.

. e
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Mission changes for JTF Panama accompanied the changes in organization.
US troops would no ionger simply react to PDF provocations but would reassert many
American treaty rights that the PDF had been violating at will. Evidence of the new
assertiveness included convoys of military vehicles moving from one side of the canal
area to the other, an increase in high—visibility joint exercises and the seizing of US
property that had been leased to the PDF in better times.
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dence, JTF Paoname had o CRE scheduled tor 2
Ocrober, but the coup artempr did not marerial-
ize as planned. When the plotters did take over
Norieaas headguarters ar the Comandancia the
next dovoanother CRE put US troops in position
torespond toany contingency. As the Bush -
munistration Jdiscussed courses of action, howey -
or. PDE elements foval to Nonean auashed the
aprising. Norecasurvived: the coups leader and
several ot his comrades did nor. SOUTHCOOMS
position under the new CINCRO, General
Maxwell R Thurman, was that support tor rhe
coupattempt wis not inAmenca’s best interest
smee the plotrers were il oreamized, poorhy led
md nor the Teas B mirerested meestablishine
Jemocratic covernment.

[ became clear i the atrermuarh o the conge
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Coms moved decsnely mo the planming proc
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e Mazes was revised aein ateer the conp o
contorm o Thurman™ directnves, The new
NV Avrborne Tharmuan elan dittered mone
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15 December, that the Panamanian opposition
wanted the United States to oust Noriega, the
acting chief of staft, USARSO, retorted, “We're
waiting for them to do it.”

]
With the additional forces arriving
in Panama, JTF Panama created three
TFs. The TF under the 7th ID (L)
brigade commander had the Atlantic side
of the canal area as its area of respon-
sibility; the TF under the 193d Brigade
commander had . . . the east bank on the
Pacific side; and the TF under
the MARFOR commander exercised

authority over the west bank.
L]

That afternoon, Noriega gave a vitriolic anti—
American speech after the Panamanian legisla-
ture named him head of state. Emotions in Pan-
ama ran high, culminating the next night in the
shooting death of US Marine Lieutenant Robert
Paz at a PDF roadblock and the subsequent abuse
of a Navy lieutenant and his wife. Within 24
hours, Bush ordered intervention in Danama.
Just Cause kicked oft at 0045, 20 December.

Just Cause

Stiner directed Just Cause trom the operations
center at Fort Clayton. As planned, staff officers
trom the now deactivated JTF Panama provided
support.  Units that had been OPCON to JTF
Panama, especially the 193d Infantry Brigade
and the battalion from the 3th ID (M), encoun-
rered some of the heaviest tichting ot the inter-
vention. As the kev elements in TF Gator, the
4th Battalion, 6th Intantry (M) and a company
trom the Ist Battalion, 508th Infantry (Air-
borne), led the deadly assault on the Coman-
Jancia. Meanwhile, the rest of the 1-508th neu-
tralized the PDF company at Fort Amador,
tollowing an air assault of the installation.

The 3th Battalion, 37th Intantry, secured var-
ious US housing areas and took out several tar-
cets, including the local trattic police station, the
Balboa Deni (national intelligence) station, the
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Ancon Deni station and the PDF engineer com-
pound. The battalion also took the brunt of the
PDF “counterattack” at the police station on 22
December. The Marine TF Semper Fi secured
the west bank and the Bridge of the Americas
and took out a PDF station during the first day
of operations. TF Atlantic secured key facilities,
seized Renacer Prison, neutralized the PDF 8th
Company at Fort Espinar and isolated, then
ook, Colén.

MP units, in the foretront of the US response
to the crisis before Just Cause, were parceled out
to each TF to perform their traditional battle-
field missions. The aviation and engineer hattal-
ions and the area support group stationed in Pan-
ama were kept busy throughout the operation.
while the Air Force provided AC-130 close air
support and performed yeoman's work in bring-
ing troops and supplies into the country, despite
an intense ice storm at Pope AFB, North Caroli-
na, as paratroopers began to deploy the night of
the 19th. The Navy, for its part, secured coastal
sites and provided support for SEAL and other
special operations.

In sum, the combat, combat support and com-
hat service support elements that had trained
and worked under J TF Punama served with cour-
age and distinction Juring the combat phase of
Just Cause and were instrumental in its successtul
outcome. Thev had much tor which to be proud.
That the media, n their infatuation with the
XVII Airbome Corps and the 82d Airborme Di-
vision, overlooked this contribution caused
some resentment among the units stationed in—
country. With a resigned sense of cynicism, the
193d began reterring to itself sardonically as “the
Stealth Brigade.”

Cisneros also made a significant contribution
to bringing the fighting to a switt conclusion,
saving perhaps hundreds of lives in the process,
On 20 December, he tmaveled to the Adantic
side. While there, his attention was called to a
PDF prisoner. a4 naval ofticer who professed no
fondness for Noriega. Cisneros returned to Fort
Clayton where, with the help of this ofticer, he
placed rtelephone calls to PDF commanders
throughout the country. convincing them tur-
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ther resistance was tutile. Cisneros agaimn made
his presence felt when he participated as the mil-
itary's principal representative in the Bvzantine
negotiations to arrange Noriega'’s departure from
the papal nunciature into US custody.

Rarely in this kind of contingency operation
is there a clear demarcation berween the combat
phase and the stability phase, the latter driven by
the need to reestablish law and order and provide
nation assistance. In Panama, as in the Grenada
and Dominican Republic intenventions betore
it, the stabiliry phase did not begin atter the com-
bat phase but during it, well before adequate
numbers of civil affairs specialists had arrived on
the scene and while MPs were still conducring
their battlefield missions. As a result, combat
units often found themselves performing civil at-
fairs, constabulary, security patrols and other
noncombat missions.

Some combat units had anticipated pertorm-
ing such duties on a temporary basis, but few had
actually prepared for this eventuality. The sud-
den transition trom combat to stability duties,
with the latter’s restrictive ROE and political
constraints, caused frustration and, betore rigid
tire discipline could be imposed, sometimes trag-
ic incidents. Units that had been stationed in
Panama long enough to know the people, their
behavior, their customs and the terrain tended to
make the transition from warrior to constable
with greater case and eftect than those unurs
deployed exclusively for Just Cuuse.

Initial civil aftairs, civil-military, constabu-
lary, stability and nation-assistance missions
lacked adequate coordination. To provide cen-
tralized direction to the mulitary's etforts in these
areas, a military support group was set up in mid-
January and placed under JTF Panama, which
had been reactivated with the redeployment
ot the XVIII Airborne Corps. The nation-
assistance eftort, initially called Promote Liberty,

JTF PANAMA

One brizade commander noted
that, given the realities of the crisis, he
had come to rely more on his staff judge
advocate than his operations officer and
that he would gladly have traded one of
his rifle companies for an MP company
“well trained in peacetime ROE.” The
professionalism of the US soldier . . .
contributed to keeping the crisis from
spilling over into hostilities through

unintentional action.
. . |

continues today and presents | TF Panama wirth
perhaps its greatest challenge. It this post—crisis
phase fails to achieve its objectives, many an-
amanian and US lives taken durning Just Cause
will have been lost in vain.

In conclusion, JTF Panama did not win the
war in Panama, but for more than two vears, it
provided day—to—Jay management of the crisis,
planned contingency operations, enhanced the
security of US personnel and property, trained
assigned forces to think and act “joint,” con-
Jucted exercises thar senved as rehearsals of the
OPLAN:S, coordinated with other headguarters
having responsibilities in the crisis, set the stage
tor possible US intervention and became the
military vehicle tor assisting the US Embassw in
its ettorts to rebuild and restructure Panama. De-
spite manpower shortages, occasional interser-
vice friction and being pur, at tmes, ina “leam
while you eam™ situation, the operation of JTF
Panama and the unirs artached to it was instnu-
mental in successtully resolving the erisis. Tosay
the least, its pertormance was distinguished. -
fective and cssential. s existence puts into
proper perspective the tact that Jist Case was
but one phase ot the US nulitanys involvement
in the Panama crisis. MR
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AirLand Operations: Are Unit Changes Needed?
By Lieutenant Colonel Richard L. Stouder, US Army

The purpose ot this article & o stimulate
thought and discussion i our pretession abour the
changes 10 unit oreanizations beine contemplated
by the US Army Trainine and Doctrine Command
(TRADQOC), Fort Monroe, Virginia, as an exten-
sion of the Airband Operations (tormerly called
AirLand  Bartle—-Future  J[ALBFP) concepr. Are
these chanees necessary to prosecute AirLand Op-
crations, or are they simply drills to cither deceive
the uninitiated or rationalize TRADOCY problem-—
solving model: that 1s, doctrine has changed, there-
tore, vrganizations must change?

One of the constants in our US Army is chanee.
Change 15 necessary tor our Amv ro accomplish s
mission i an ever—changing world.  Chanee must
be driven by threat analvsis, technology evolunon
and resources considerations.  Qur challenge s to
halance the requirements tor change with the
“goodness” inherent in stability in the wartighting
business.

TRADOC has proposed chanees in AirLand
Battle (ALB) as it is currently outlined in US
Army Field Manual (FM) 1005, Operanons.

ALBF (the umbrella concept) and its more recent
torm, AirLand Operations, are evolutronary exten-
sions of ALB. As an extension ot developme the
ArrLand Operations concepr, TRADOC is looking
at several “altemarive” oreanizations. TRADOC S
analysis of the implications of doctrine, trainmg,
materiel, leader development and torce desiem com-
prise the tollowing elements ot the framework upon
which the altemarive organizations are based:

® Agile barralions:  Three companies, sup-
ported by external repair and supply:

® Combined arms bricades:  Combined arms
mtegration tocus is at brigade instead ot hattalion.

® An unburdened tacucal comnmunder: Mis-
sion logistics is pushed to unit by brigade and corps
logisticians.

® Corps—based AirLand Operations: The corps
is the echelon tor flexible task oreanization and.
now, tor massed combat support.

® Division is the tactucal echelon: The divi-
<ion uses tlexible command and conerol (CH).

TRADOCK alternative base desiens tor the
combined arms brigade. mechanized intantny bri-
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* Maneuver battalions assigned
* Dwvision commander establishes support
unit relationships: direct support to attached

Figure 1. Clear Alternative Base Combined Arms Brigade
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gade and the maneuver battalion are shown in fig-
ures 1, 2 and 3, respectivel. TRADOC force de-
signers state that “the most significant dJesign
change proposed is that ot a combined arms brigade
to provide better strategic flexibility and operation-
al agility.”

As we look at these three “clear altemative base
case organizations,” several points require attention.
The scout platoon and nonline-ot-sight antitank
company at the brigade level and the increase in
engineer capability are positive changes that have
evolved from our experiences at the combat train-
ing centers (CTCs). Maneuver battalions have
been Je facto assigned to brigades for years even
though our doctrine has stated that battalions are
attached to brigades by the division commander ac-
cording to mission, enemy, terrain, troops and time
available. Artillery, air detense, engineers and com-
bat service support (CSS) remain in direct support.
But is this significant change? Assign the artillery
battalion, air defense battery, engineer hattalion
and forward support battalion (FSB) to the brigade,
and we have a true combined arms brigade and a
truly significant design change.

The most significant design change is in the ma-
neuver battalion. Going from four to three line
companies reopens a debate we seem to revisit ev-
ery seven to 10 years. The proposals in the first
three figures for the mortar platoon and antitank
unit continue discussions that have been going on
for years. The removal of the maintenance platoon
and support platoon trom the maneuver battalion is
not just significant. It is a radical and revolutionary
change!

TRADOC has models that it uses to tacilitate
change. The first step in any modeling process is to
“define the problem.” We must ask ourselves what
we are trying to fix or achieve with this organiza-
tional change. TRADOC does not tully articulate
the problem with our current organizations. Have
the field commanders voiced dissatisfaction with
current unit organizations’ Have lessons leamed
from the CTCs (and, now, operations Desert Shield
and Desert Storm) surtaced problems that mandarte
change? We must ask ourselves, “Do we have
problems that require these changes in organiza-
tion”” Or it we have problems, “Do the solutions
lie solely in organization change!”

Why should we reduce the line companies in a
maneuver battalion from four to three? TRADOC
analysis offers a “clear alternative base maneuver
battalion” that employs the “rule of three”—casier
to command, more agile and generating combat
power faster. TRADOC proposes a structure sav-
ings, on one hand, and, then on the other hand,
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suggests reinvesting the tourth company in more
Active component brigades.

Have we heard this debate before? You bet we
have! Remember the Division Restructuring
Study? Division 867 Army of Excellence? Prior to
Division 86 implementation, maneuver battalions
had three line companies, but vears of test and
evaluation resulted in the Division 86 structure un-
Jer which we now operate. “Examination of Jata
collected from the 1973 Arab-lIsraeli War and the
Division Restructuring Study led to a tour-tank
platoon, three-platoon company, tfour—companv
hattalion structure.”! The mechanized infanery
hattalion was increased to tour line companies to
keep it compatible with the four-company tank
hattalion.

What has changed since these studies! The
methodology used in all these studies detined the
hattlefield in terms of critical tasks that must be
performed to win. Winning has always meant de-
teating the enemy by fire and maneuver. What in
AirLand Operations has changed that necessitates
combat power reduction?

The latest study conducted by TRADOC Analv-
sis Command (TRACQ), Fort Leavenworth, Kansas,
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the ability to “think on their teet.”  Are todav’s
leaders not capable of the menral aspect of agilioy
so that the answer is to reduce the physical aspect
of agility? Are todays maneuver bartalion com-
manders not competent enough to maneuver four
companies’

Proposed changes in the brigade structure have
given battalion commanders an additional concem
regarding mortars.  Maneuver battalions currently
have six 107mm mortars with two fire direction
centers. The 120mm mortar is a big improvement
over the 107mm mortar. Is four the right number?
Six or eight!?

The Close Combat Study Group results have in-
dicated it takes four indirect tire weapons to vet
maximum effect. That was the rationale tor eiche-
gun artillery batteries. Is employing tour 120mm
mortars without the capability for split section op-
erations worth degradation in capability? s it af-
tordable to field an eight—gun platoon?

As a maneuver battalion commander, 1 must
have mortars. They provide the battalion with im-
mediate  smoke, suppression  and  illumination.
Mortars give the flexibility to assign artillery prior-
ity to the main effort and mortar fire to the sup-
porting effort. What is the correct number of gun
systems?  Four is too few, while eight is too costly.
We have made two sections of three work for vears:
let us keep six guns in the heavy mortar platoon.

The TRADOC alternative eliminates the anti-
tank company and replaces it with an antitank pla-
toon. There has been a ot of discussion regarding
the antitank company. At the bottom of all dissat-
istaction with this unit is the MYQ1 Improved
TOW  (tube-launched, optically tracked, wire-
guided) vehicle (ITV).  This slow, difficult—to~
maintain weapon system has been a thom in our
side for years.

What if we got rid of the ITV and filled the
antitank company with an antitank weapon svs-
tem, mounted on a Bradlev chassis, that could tire
multiple, simultancous engagements and kill tanks
at a far greater range than the TOW missile svs-
tem?! The line—ot=sight antitank, which fires a ki-
netic energy missile, is the proposed replacement
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tor the ITV.

It we remove the prejudice toward the [T\
should we keep the organization’  Antitank units
have been used by armies since the advent of the
tank. The infantry battalion commander must
have organic ability to kill tanks. The antitank
unit frees the tank and infantry fighting vehicle
(IFV) ot antitank missions and allows them to be
employed in mancuver. With an antitank unir, the
maneuver battalion commander can influence the
battle by blocking/overwatching the enemy with
antitank assets and using tanks en masse tor shock
ettect during maneuver to close with and defeat the
cnemy.

What is the correct number of weapons systems,
and what is the correct organizational structure!
TRADOC is attempting to determine the proper
mix of medium and heavy antiarmor systems. Dre-
liminary results indicate that below 12 systems in
the antitank company there is a significant cfficien-
¢y degradation and only slight efficiency increase
with 18 or 24 svstems. As far as organizational
structure, 12 systems should be organized into a
companv to facilitate C*, training, administration
and employment. [t is also better to have a captain
as the principal trainer and battalion antiarmor ad-
viser than a lieutenant because of the expericnce
level and ability to manage the multiple systems on
today’s battlefield. Another company headquarters
also gives the bartalion commander tlexibility dur-
ing mission analysis by providing another headquar-
ters to task organize.

The most signiticant and revolutionary change
proposed by the TRADOC altematives is that “re-
pair and supply are removed from the mancuver
hattalions and centralized in the FSB to increase
agility and improve service support efticiency.

This concept does not pass the commonsense
test.  Removing maintenance and resupply from a
mancuver battalion will neither ensure agility nor
improve service support cfticiency. The heavy ma-
neuver battalion has agility because the commander
ouns a maintenance capability and a limited resup-
ply capahility. Requiring the maneuver battalion
commander to coordinate with a unit outside his

' jland  AirLand
Dismounted Infantry E)I(‘crgl‘lve:t':e OAerations Operations
Threat US Eguivalent 4 Companies 3 Companies 3 Companies

(2 sad platoons) 12 sqd platoons) 13 sqd platoons:
Motorized Rifle Regiment (MRR) 650 Mechanized Brigade 480 360 522
—_— Armored Brigade 240 180 261
Motorized Rifle Division (MRD) 2,900 Mechanized Division 1,200 900 1,305
Tank Division 1,750 Armored Division 960 720 1,044
Figure 5.
"ILITARY REVIEW e October 1991 75




chain of command tor maintenance and all resup-
ply will not improve support efticiency. FM 100-5
states that triction {(accumulation of chance errors,
unexpected difficulties and contusion of battle) im-
pedes agility.” Removing maintenance and supply
from a maneuver battalion is like throwing sand in
a machine that is currently working effectively.

Let us now look at the support plan tor the ma-
neuver battalion. The US Amy Ordnance
School, Aberdeen Proving Ground, Maryland. has
developed a plan tor logistic support, designed tor a
US Amy corps fighting under a nonlinear war-
tighting scenario. A major component of this plan
is the battlefield maintenance system, particularly
as it applies to the maneuver battalion.

The current maintenance platoon in the maneu-
ver battalion will be reorganized as a combat main-
tenance platoon. This platoon will be organic to
the combat maintenance company found in the
FSB. Additionally, the FSB retains the torward
support maintenance company, combat supply
company, medical company and the combar trans-
portation company.’ As the maneuver battalions
get smaller, the logistic tail gets larger.

Combat maintenance platoons would occupy
maneuver battalion motor pools and would provide
all 20~ and 30-level maintenance to the battalion
with which they are habitually associated. There is
ongoing discussion concerning rewriting the tech-
nical manuals to give more maintenance tasks
(making some current 20-level tasks into 10-level
tasks) to the crew and reworking the maintenance
allocation charts.

The combat maintenance platoon would provide
all Class [X (Repair Parts) and Class Il (Petro-
leum, QOil and Lubricants) package products. Ve-
hicle crews would carry limited “combat spares™—
the extent of which is vet to be determined by the
proponent schools.

Battlefield recovery would also be the responsi-
bility of the combat maintenance platoon and the
combat maintenance company. There are also on-
going discussions that would allow maneuver hat-
talions to keep enough recovery vehicles to do “in-
stride” recovery.

Battle damage assessment and repair will be ac-
complished by the combat maintenance platoon to
include vehicle cannibalization. Civilian augmen-
tation will be provided to perform scheduled senvice
to compensate for the shortfall of man-hours.  All
maintenance records will be maintained by the
combat maintenance platoon via the Automated
Maintenance Management System (AMMS).

The maneuver battalions will retain a small

number of fuel HEMTTs (heavv expanded mobility
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tactical trucks) (currently proposed as three) to sup-
port emergency tuel requirements. The FSB com-
bat supply company will move tuel torward to unut
locations and retuel vehicles in position.

Ammunition will be resupplied by the combar
transportation company, in the same manner as
tuel, with careco HEMTTs. Rartalions will retain a
limited capability to haul ¢mergency ammunition
resupply.

The nonlinear battlefield envisioned by AirLand
Operations is offensive in nature and requires the
maneuver battalion commander to operate Jdis-
persed, move fast and mass at the tume and place
required to kill the enemy. The extended nonlin-
ear battlefield Jdistances require mobile and selt-
sutficient maintenance. The battalion commander
must control his logistic preparation and resupply.
Maintenance and logistics must be responsive o
the task force needs; maintenance and logistics will
not be responsive unless he oums a significant capa-
hility.

Many battlefield maintenance system aspects are
required to improve our Army’s maintenance pos-
ture, but the system can be implemented without
removing the maintenance platoons from the ma-
neuver battalions. There are several concerns
about the system worth noting:

® [t is based on optimistic resource levels.

® It requires new support vehicles (armored
maintenance vehicles, rapid recovery vehicles and
high-mobility contact trucks); a highly responsive
supply system; new and improved automation; and
a C* system.

® Increased crew maintenance tasks mav over-
burden tank/IFV crews.

® Barle Jdumage assessment and  repar
supplemented by cannibalization is not directlv
controlled by the mancuver bartalion commander.

® It eliminates maneuver commander control
over maintenance.

® It severely restricts company/hattalion Class
IX stockage.

We have problems in torce logistic support thar
need to be addressed.  There are warts in the wav
we do maintenance in our Army.  TRADOC
proposing major surgery to tix the warts. | think
our Ammy desenves a second opinion before we do
such radical sureery.  That second opinion must
come from the tield commanders.  Army oreaniza-
tional changes or changes in concepts for support
must be thoroughly evaluated and tested betore im-
plementation.

TRADOC is trving to remove the support bur-
Jen from the maneuver hattalion commander. To
the heavy force commander, task force mainte-
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nance and support are not burdens. They are ac-
cepted requirements. The heavy force views main-
tenance the same as aviators—combat readiness is
tied directly to maintenance. Logistics and maneu-
ver are inexorably linked in the “winning on-the
battletield” cquation. The maneuver commanders
must own the assets to make this equation work in
rraining and combat.

The best learning laboratories we have are the
CTGs. Lessons learned have told us we have prob-
lems in maintenance and logistics support but that
the tix at maneuver battalion level is mraining not
organizational changes. The many lessons already
leamed trom operations Desert Shield and Desert
Storm tell us the same. If we are to hold the ma-
neuver battalion commander responsible for his
torce’s readiness, we must give him the resources to
accomplish his readiness mission.

Today’s maneuver battalions' structure has proved
iself. The structure was tested during the Division
86 studies and has been proved over the years. The
unit organizations suit the mission requirements tor
units stationed around the world. The organization-
al structure has proved sound at the CTCs and,
most recently, during operations Desert Shield and
Desert Storm. Todav’s maneuver battalion has the
speed to move 300 kilometers quickly, and its in-
herent CSS enables the force to maintain momen-
tum to defeat the enemy. How many maneuver
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kattalion  commanders  during Operation Desert
Storm would have given up one ot thetr line com-
panies, their maintenance platoon and support pla-
toon? Operations Desert Shield and Desert Storm cer-
tainly highlighted problem areas in our loaisties
system, but we should not make our maneuver bat-
talions the bill payers tor tixing CSS.MR
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Closing Argument on

Stormtroop Tactics

While I am flattered that Militarv Review should
devote so much space to a discussion of my Storm-
troop Tactics:  Innovaton in the German Army,
1914-1918, | am somewhat distressed that Daniel
J. Hughes, despite two opportunities to publish his
views on my book (August 1990 and July 1991 is-
sues), has failed to address or even identify the
book’s major themes. The comments Hughes does
make, both in his initial review and in his reply to
Professor Bradley ]. Meyer's comments, deal with
peripheral issues—material | included in the book
to provide readers with both a framework and a
place to begin. In some cases, Hughes is technical-
ly correct. In others, he is badly mistaken. In all
the points he makes, however, his comments serve
not to provide readers with information about a
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book they might consider reading but to mislead
them as to both the book’s subject and authors
character.

Stormeroop Tactics is not about the Drill Requda-
tions of 1906. Neither is it about the Prussian cuard
or even operational art. Designed to be a compan-
ion to the pathbreaking works of Graeme .
Wynne {If Germany Autacks) and Timothy T. Lupter
( The Dynamics of Docrme), it tells the story of Ger-
man tactical innovation in World War I from a new
perspective—that ot small-unit commanders in the
tield. Thus, an introductory chapter provides basic
information on the German army hefore World
War I. A concluding chapter makes some links to
what happened after 1918, The bulk of the book.
however, consists of detailed battle descriptions. the
evolution of certain combat techniques and the or-
aanization and training of combat units.
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Hughes takes exception to much ot the terminol-
ogy | use. Clearly he preters literal, word—for-word
translations hence his tondness for “War Academy”
rather than “General Statf Academy,” “task” rather
than “mission” and “Roval Prussian Guards™ rather
than “Imperial Guard.” While there is much virtue
in that approach, | opted for translations | thought
would better convey the meaning of the German
term to today’s English—peaking reader. The Gen-
eral Staff Academy was a school run by the General
Staft with the aim of producing candidates for the
General Staff. The General Staff Academy bears
much more of a resemblance to a modem staff col-
lege than a modem war college. A mission is a job
to be done where the emphasis is on the outcome
rather than the process. The Imperial Guard was a
tormation with the twin tasks ot guarding the per-
son of the emperor and serving as a tield formation
ot the tederal army.

The few paragraphs on German regulations be-
tore World War [ that | include in Stormtroop Tac-
tics are important to make a simple point: Germa-
nys prewar regulations, however advanced they
might have been in relation to those of other major
powers, were not up to the task of preparing sol-
diers tor modem battle. The contemporary litera-
ture on the subject, written before the regulations
were tested by combat in 1914, sheds little light on
that problem. Studying the World War 1 bartles,
however, does. For that reason, | spared the reader
an extensive prewar debate and focused my atten-
tion on the actual fighting.

My short discussion of the Drnll Regulations of
1888 makes a similar point. That the Drill Regula-
tons of 1888 had many virtues (such as the simpli-
cation of both formal Jrill and terminology) is not
at issue. Nor is the tact that they were an improve-
ment over regulations issued in 1847—a time when
armies were still equipped with muzzle—lvading mus-
kets—contested in the least. What is important for
my relatively modest aim of setting the stage for an
extensive World War [ discussion is that they were
retrogressive in respect to both the military technol-
ogy of the time (magazine rifles, smokeless powder
and shrapnel shells) and the regulations (those of
1873, not 1847) that they replaced.

My discussion of the tactics of the infantry regi-
ments of the guard corps likewise serves, not to
make a sweeping generalization about all 300 years
of Prussian military history, but to comment on a
particular set of units at a particular point in time.
The fact that the officers of the Imperial Guard
scored well on the General Staff Academy entrance
examination and the fact that many of the officers
who played a role in the reshaping of German tac-

78

tics atter 1914 spent some tme with those reg-
ments Jdoes not negate the far more important tact
that small-unir tactics in the ward intantry regr-
ments were seriously behind the times.

In explaining this phenomenon, | overstressed
the social role of the guard ofticer. | should have
mentioned other causal tactors—the habit of prac-
ticing combat tactics on the parade ground. the
Kaiser’s personal fondness tor military spectacle, the
deliberate cultivarion of a premodern sense of hon-
or in guard ofticers and the tendancy of upwardly
mobile officers of the German army to focus on
problems above the battalion level rather than
small-unit tactics. Nonetheless, | stand by mv
characterization of the Imperial Guard as racticallv
behind the times. The proot of this comes not onlv
trom the costly trontal assaults carried out by guard
infantry regiments in the fall of 1914 but also the
tact that, atter a long period out ot line to retit and
retrain, these same regiments carried out the same
sort of attacks (with the same sort of disastrous re-
sults) during the battle of Gorlice=Tamow in Mav
1915.

The shortcomings Hughes tinds with Stormtroop
Tactics are not only poorly based in fact, they deai
not with the book [ wrote but with the book 1 did
not write. The subtitle of my book, Innovaaon n
the German Army, [914-1918, clearly lavs our the
scope of the work. It is about what happened in
tour short but evendul years. A book providing “a
long—term perspective on the evolution of the Prus-
sian army’s theory and its infantry tactics™ would.
perhaps, make use of the unnamed “important
sources in the German archives” and unspecitied
“literature readily available” that Hughes condemns
me for having overlooked. That book, however,
has vet to be written.

Finally, I must object to the “cheap shots™ with
which Hughes ends both his reviews. “Sloppy schol-
arship.” citations that “are not professional” and a
“lack ot knowicdge . . . of basic scholarly procedures™
are serious charees. They require evidence.

Bruce {. Gudimundsson. Stafford, Virginia

A Case for More Research

I expended considerable effort attempting to tol-
low the logic behind Dr. Regina Gaillards article.
“The Case tor Separating Civic Actions from Mili-
tary Operations in LIC {low-intensity contlict].” in
vour June 1991 issue. 1 must admit to tailure tor
several reasons, most important of which is that she
appears to have made hasty judgments based on -
complete information in a Jisjointed attempt 1o
support her pet "US Development Corps™ concept.
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It Gaillard’s research had included the vase and
diverse Pacitic Command area of responsibiliny, she
would have discovered that humanitarian and civie
assistance (HCA) uctivities are being carmied our
there by Active and Reserve Component civil “at-
tairs, engineer and medical personnel, both unilat-
erally and in cooperation with toreim mulitaries
and with no link to LIC. Unilateral projects have
been completed in places such as Tuvalu and West-
em Samoa, which have no militarv establishments.
Cooperative efforts have been undertaken with rhe
militaries of Bangladesh. Madagascar, Tonga and
Papua New Guinea, to name a tew.
these cases was there a link to counterinsurgency or
LIC. Thus, when one considers the bigger picture
bevond Latin America. there appears 1o be no
compelling link between HCA or civie action acu-
vities and countertnsurgency or LIC, as Gaillard
claims.

Since HCA activities are being carmied out by
US personnel and units with the requisite skills and
capabilities, and foreign military personnel can re-
cetve training in these tields through the Intema-
tional Military Education and Training program, es-
tablishment of a separate development corps would
appear to be superfluous.

Finally, exaggeration of the role of military civic
action might only result in militarization of the Je-
velopment process, a condition clearly counter to
Gaillard's own expressed attinity tor democratic in-
stitutions.

LTC Stanley E. Henning, USA, J3 Civil Military
Operations Branch, US Commander in Chief, Pacific,
Honolulu, Hawaii

Lack of Basic Knowledge?

I read your editorial on media-military relations
on the tirst page of the July 1991 Military Reurew:.
While I am in general agreement with vour opin-
ion, I feel the issue of mutual ignorance on the part
ot both otticers and journalists s siemificantly un-
derstated.

I have been a US Armwy public attairs officer with
rwo Reserve commands since 1982 and have seen
and have been intenviewed by hundreds of civilian
journalists.  The recent mobilization of Reserve
torces tor the Gulf War alone accounted for 102 sep-
arate media contacts, ranging trom on—camera inter-
views to requests for background material. | contin-
ue to be amazed and appalled at the lack of hasic
knowledge and protessionalism on the part of civii-
ian media representatives.

It a civilian journalist were sent to cover a story
of the first heart transplant at an arca hospital. the
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editor would expect that joumnalist to know ar lease
<ome basic information—that the heart is a rela-
nvelv important organ, its approximate locatton n
the human bodv and the difterence between a doc-
tor and a nurse.  In other words, a protessional
news gatherer would have done a lirtle homework
betore showing up at the hospual door.

loumnalists covering military operations come to
us with no basic knowledge and do not know the
Jditerence berween officers and sergeants or be-
tween Army soldiers and Marines. We must spend
much time with these reporters providing verv ba-
<1c knowledee, and we are never sure if they eot 1t
richt untl we are misquoted.

The dea of a media chair at the Command and
General Statt College is appropriate, as is media in-
struction in early officer education.  But the ieno-
rance problem is a double—edged one, and the extra
step of providing education on the military ar jour-
nalism schools is also appropriate.

[ am a police officer in civilian life. Students at
the college in our area have instruction in the crimi-
nal justice system, including two or three nights o
observation with a police crew. The justification is
that reporters routinely cover crime stories.

Well, they <ometimes cover war stories, too.

CPT John R. Kachenmeister. USAR,

300th Military Police Prisoner of War Command.
Inkster, Michigan

Marshall Plan Revisited?

A large army does not automatically mean an ot-
tective army. The Chinese have the world’s largest
army but certandy not the world’s most eftective
army. It anaton lacks the cconomy o provide a laree
army with modem weapons and support {education,
maintenance, training and subsistence), then s
army will be impotent against a smaller but better-
supported army. To produce a top-rate modem arm.
anation must be wealthy, have astrong ecconomy and
be willing to divert a sizable portion of its wealth to
the development and sustiinment of thar armv.

Providing unlimited economic development and
technology to the other large nations ot the world
threatens to drain our own cconomy and create po-
tent enemies. With assistance, these nations can
build cconomies that will support a large muhitan.
well equipped with modem weaponmy. It is tor this
reason that our toreien policy must constantly ad-
Jdress toreign aid. What we give, how much we aive
and to whom we give must be carctully thouehr cuat.

There 15 an additional toreim policy factor we
must constder. Not only must we be caretul not to
build toreign economies tor tear of building
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tormidable military toes, we must also be concerned
because strong economies consume scarce world re-
sources. The stronger and larger the economy, the
more a foreign nation competes against us tor world
resources and products. Much of our foreign poticy
must focus on controlling scarce world resources.

The recent shift in Soviet strategy suggests the
Soviet Union intends to openly compete tor world
resources. At the same time, it is proactively seek-
ing assistance in building an economy that will
eventually threaten to support one ot the world's
largest and most potent armies.

The downsizing of our own Army is a temporary
measure, intended to show the world our military is
built for defense, not oftense, and to placate the
public whom we convinced that the Soviets were
our sole threat. To counter this temporary reduc-
tion, we will increase our most aggressive military
units. As General Carl E. Vuono stated in June
1991:

“Because of the absence of waming time for the
conflicts in this decade and beyond, the Army will

maintain a force within the United States ot ar-
mored, light infantry, airborne and air assault divi-
sions, and special operations forces trom the actve
component, poised in readiness to deplov and ticht.
These divisions will be reintorced by additional ac-
tive divisions rounded out by combat brigades trom
the reserve components. For more protracted con-
flicts, we will mobilize and deploy our Natonal
Guard divisions throughout the United States.”

To implement toreign policy, a nation must have
the ability to project military power.

We are heading roward a smaller Armv with a
more aggressive role.  This will require well-
educated, well-trained and aggressive soldiers. We
can reduce our size, our bases and other costs, but
freedom is not tree. Vuono was correct in his sum-
mation, "“The tuture is bright with promise, and the
Amy stands at the forefront of our nation’s defense.
Our task—vour rask now—is to sustain the Armv
that America will need in_this decade and into the
third millennium.”

CPT Ron Weigelt, USA, Federal Way, Washington

“RBOOK REVIEWS

EBB AND FLOW: November 1950-July 1951,
United States Army in the Korean War by Billy C.
Mossman. 551 pages. Center of Military History, US
Army, Washington, DC.  1990.  $31.00 clothbound.
$28.00 paperback.

At long last, 30 vears atter the publication of the
first volume in the US Army Historical Series on
the Korean War, Billy C. Mossman's Ebb and Flow
tinishes the coverage of combat operations in that
conflict. No explanation is given for the enormous
gap in publication time; Roy E. Appleman’s South
to the Naktong, North t the Yalu (June-November
1950) was published in 1961, while Walter G.
Hermes' Truce Tent and Fighting Front (July
1951-July 1953) came out in 1966. Even more
bizarre than the unexplained, belated appearance of
Mossman’s volume are the facts that he retired
trom the US Army Center of Military History in
1983, that the latest official title in his bibliography
appeared in 1972 (the most recent unofficial one
in 1969) and that Texas A&M University Press has
recently published four thorough books covering
Korean operations for the same period, written by
retired Army historian Appleman.

This book, which focuses heavily on small-unit
actions, begins with the abortive United Nations

Command otfensive in late November 1950 and
ends when the truce talks began in July 1951, The
five major communist Chinese offensives, as well as
the United Nations' counterthrusts, are delincated
with commendable clanity, especially in view or the
detail Mossman provides and the complexity of the
operations. Some attention is devoted to 1ssues
above the tactical level: tor example, the reliet ot
General of the Army Douglas MacArthur, which
gets far less space than that officer would have ox-
pected, and General James A. Van Fleet’s charee
that the armistice negotiations were initiated just
as his Eighth Army had gained a decisive combar
edge in the fighting, which is examined more tullv
than might be expected.

The differences between the approaches ot
Mossman and Appleman—an excellent subject. by
the wav, tor a scholarly article—are numerous, no-
tably regarding the combat performances ot the
24th Infantry Regiment.  In Ebb and Flow. the
24th is not described as a primarily black unit. but
it is identified as such and bluntly criticized by
Appleman.

Mossman has done a solid job: however,
work could have been far hetter with more strongly

1
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evaluative, analvtical statements.  There v not
even a final chapter of conclusions,  This book,
though sound and detailed on the tacts, is a ¢ood
case in point tu demonstrate why unotticial wrirings
are needed and why otticial historians should pay

more heed to them.
D. Clayton James, Virginia Military Institute,
Lexington, Virginia

COMPANY COMMAND: The Bottom Li.c ¢
John G. Mever Jr. 235 payes. National Defense Universi-
ty Press, Fort Lesley J. McNair, Washington, DC. ( Avail-
able from the Supenntendent of Documents, Government
Printing Office, Washington, DC.} 1990, $6.50.

Comments solicited trom most of my barralion’s
current company commanders, the majority having
less than one year in command, provide perhaps
the best review of Colonel John G. Meyers Compu-
ny Command: The Bottom Line—they like 1t and
think it is an extremely usetul reference source re-
flecting advice and information they need to know
in a single—source document.

I agree that it is a potenually valuable took, par-
ticularly tor young otticers looking ahead to their
tist command. On halance, it is a well-written,
informative and enlightening effort, providing in-
sights into some of the most critical challenges and
potential problem areas tocing young commanders.
The vignettes and “Top Brass Says™ quotations en-
tice the reader and are particularly useful in bring-
ing command 1ssues into focus, particularly 1t a
voung leader takes time to reflect on the basis for
the comments. Extersive tacts and reterences are
used to guide the new commander, vet it is not a
dry recanting of US Amy regulations or policies.

A partcular strength of the book is its coverage
of administrative and personnel policies. The areas
of promotions, military justice and awards are gen-
erally tough for a new commander to grapple with,
and Meyer does an exceptional job in walking an
inexperienced commander through the various tac-
ets and associated potential problem areas.

Unfortunately, the book is entirely focused on
peacetime operations; commanders would tind it of
little use in preparing tor combat. Another signifi-
cant problem is the <hort shritt given to planning
and conducting trainine. With the cnsuing butld-
down of the Army, 1t v an absolute requirement
that commanders, at all levels, establish and main-
tan a “warrior focus.” Mever brietly discuy es the
import.ince ot the renets of US Army Field Manual
(EM) 25-10C, Tranng the Force and FM 23-101,
Bale Focused Tranmg, but tails to appropriately
highlight the crincaliny of individual and collective
trammg. This section needs to be expanded and
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amplified to ke of signiticant value.

There s also a lack ot discussion of the roles and
relationships new commanders must establish with
other members of their team.  Extensive discussion
1> Jdevoted to how ro deal with the tirst sereeant.
While this relationship s certainly critical, voung
commanders must also concentrate on deveiloping
subordinare leaders, such as the platoon leaders and
platoon sergeants, and should assume a kev role in
ie~1ing, training, mentoning and coaching them. |
would also suggest amplifying the discussion ot rela-
rionships the company commander must establish
and 1 “mrain with the battalion commander and
» ttalion command sergeant major.

There are other suggestions for enhancing this
hook.  Include a discussion of the respective com-
mand inspection programs tound at virtually cverv
organization; these programs certainly serve s a
source of what is deemed important by the chain ot
command. [ also feel it is a potential dissenvice o
young commanders not to discuss, in greater Jdetal,
the importance of professional ethics and values and
the role that commanders must take in shaping the
character of their companies and their subordinate
leaders. Finally, in an arena of ever—diminishing
resources, commanders at all levels must focus on
qualiry of life and soldiers’ famuly care issues. Finallv,
new commanders often lack an understanding ot
how to effectively use the battalion and brigade start:
the book would be more usetul if the discussion of
kev issues was broken our into traditional funcoionai
areas.

Orther works that | would suggest to compiement
this book include Aubrev S, [Red] Newmans Foi-
I Me: The Human Element m Leadershup: US
Army Field Manual 22-600-20. The Amny Nom-
comnussioned Officer Guade; Lieutenant General Ar-
thur 3. [Ace] Coliins Jr.5 Common Sense Trauning:
A Working Philosoph~y for Leaders: Charles B. Mac-
Donald's Company Comraander; Major General Fer-
nv M. Smiths Taking Charge: A Pracacal Giade 1w
Leaders: and Colonel Dandnidee Mlike] Malone™
Smadl Ut Leadership: A Commemsense Approach.

Even wirth all mv sugeestions, [ enjoved the book
and tound 1t to be very henetictal. | would certaun-
[v recommend it as part of 4 burgeoning protession-
al library to assist a new leader in prepanng for the
command ot a company. It certamly does not have
all the answers, bur 1t s a valuable starting pomt.
This book TCPTOSCATS Professi sl advice rom g
~«oned senior Jeader, which retlects an esentaai
pomt—the best resource for a new compamy com
mander 15 a4 cood battalion commander.

LLTC Robert A. Fitton, { SA.
Troop Support Banalion, Fort Dix, New Jervey
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THE GOOD YEARS: MacArthur and Suther-
land by Paul P. Rogers. 330 pages. [raeger Publishers,
New York. 1990. $49.95.
THE BITTER YEARS: MacArthur and Suther-
land by Paul D Rogers. 348 pages. Pracger Publishers,
New York. 1990. 34995,

At one time or another, almost evervone has
wished to be “a tly on the wall” when important deci-
sions are made, able to overhear conversations and

discern the motives of those who shape the course of

history. Paul P Rogers, who served for almost tour
years as clerk to both General Douglas MacArthur
and his wartime chief of statf, Licutenant General
Richard K. Sutherland, fc und himself in that envi-
able position from late 1941 until the spring of 1945.

He was not an important personage in the war—

PASS IN REVIEW

THE SUPERPOWERS AND

Rhetoric and Reality by Dennis
Menos.
New York. 1990. $39.95.

he is not even mentioned in MacArthur’s reminis-
cences or in William R. Manchester’s Amencan Cuic-
sar and is relegated to a tootnote in D. Clayron Tamey’
multivolume The Years of MacArthur. Nev ertheless,
he was present during the evacuation of Corregidor
Island in the Philippines (he was the onlv enlisted
man to accompany MacArthur’s party), the months
of planning for the liberation of the Philippines and
the long campaign to move Allied forces against lap-
anese strongholds in the southwest Pacitic.

In this two—volume memoir, Rogers uses his inti-
mate knowledge of the relationship between Mac-
Arthur and Sutherland as a touchstone for describ-
ing the operations in the southwest Pacitic from
Pearl Harbor to the Japanese surrender in August

This well-timed book begins in the late 1940s. It derails US and
NUCLEAR ARMS CONTROL: Soviet efforts to agree on actions to control nuclear weapons.
cludes discussions, treaties, policies and summits in which Mikhail
[79 pages. Praeger Publishers, Gorbachev participated, right up to the current surprising collapse ot
communism. The shocking possibility that part of the Soviet stockpile

It in-

may fall into the hands of participants in a civil war now requires us to
restudy our positions based on our past nu_onanom Dennis Menos
shows remarkable objectivity in describing the philosophy behind the
actions and politics of the superpowers. Though not tor casual reading,
it can be valuable to people in the nuclear or negotiating arenas.
—COL Mark H. Terrel, USA, Retired, Corvallis, Oregon

TERRORISM: Pragmatic Inter-
national Deterrence and Cooper-
ation bv Richard Allan. 71 pages.
Westview Press, Inc., Boulder, CO.
1991. $12.85.

This pamphlet is without merit. Everv sentence violates the rules ot
grammar and syntax. An example from page 16: “This is true whether
the violence is a result of a holy war in some far—off country that spalls
over into the territory of other countries, or is the result ot the ven-
geance of a South American drug lord exploding in Florida or Texas.”

[ hope no drug lord explodes in Kansas. Subjects are intermixed with-
out logic or purpose, and even the tootnotes tail to relate to the
text to which thev reter. The cover price is $12.85. Now, that 1s ter-
rorism!—LTC John B. Hunt. USA, Refired. Leavenworth, Kansas

ENLISTED SOLDIER’S GUIDE This is a tfine reterence book tor all new soldiers, otticers
missioned ofticers (NCOx).
presents “need to know™ subjects and helps new soldiers understand
the US Army and how they are an integral part of it. Subyects coverad
include Army tradition, basic and militarv occupational specialry trun-

by Dennus D). Perez, revised 2d edition
by John Warsinske. 224 pages. Srack-
pole Books, Harrisburg, DAL (990,
312.93.

and noncom-
Easy to read and understand, 1t clearly

ing, the NCO cvaluanion svstem, pav and benenits, duty assignments.
uniforms, code of conduct, chain ot command and uschul acronvms.
The guide tums the often complex wording found in regulations and
policies into evervday language and terms, and allows casv access o
needed intormation.—MSG Nicholas M. DiGiorgi, USAR, 76th Division
(Training), West Hartford, Connecticut
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1945. More detailed accounts ot the major cam-
paigns can be found elsewhere. What makes Rog-
ers’ work worth reading are the tirsthand portraits
he paints of the major tigures who planned the
grand strategy for eliminating the Japanese threat
in the Pacific. As chiet stenographer tor both Mac-
Arthur and Sutherland, he had Jaily contact with
these men and the generals and admirals with
whom they plotted.

Rogers is clearly concemed with explaining why
MacArthur and Sutherland, who spoke with one
voice in the early vears of the war, had such a serious
talling—out near the war’send. With the care of a lite-
long scholar {Rogers became a protfessor of economics
after World War 11), the author delves deeply into his
own memory and the myriad of documents available
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in archives around the country to help make sense of
that relationship. As he makes cleor, in the cnitical
rimes before and after MacArthur’s evacuation from
the Philippines. the two generals shared responsibiliey
tor managing military atfairs in MacArthurs com-
mand: MacArthur was the political thinker and
vrand srrateaist while Sutherland handled the dav-
to—Jav operations, and no one questioned the author-
ity of the chief of staff when he issued directives.
For vears, Sutherland was also MacArthur’s voice
abroad, representing him at meetings with higher-
ups in Hawaii and in Washington. DC. Presum-
ably, it was his heavy involvement in virtually ov-
erv aspect of command decision making thar
prompted Sutherland to develop visions of succee 1-
ing MacArthur in the midst of the drive to tree the

An unparalleled account of war's human dimension and the legacies
the Vietnam War participants inherited, this book relates the essence
of the Viernam conflict—*not one war but a thousand little nasty
wars.” Twenty-tour veterans from 11 southeastern states—ranging
from General William Westmoreland to a Marine private, from an
Army nurse to a prisoner of war—relate in gripping detail the emotions
they encountered in Vietnam and the reception they received bv
Americans in the vears tollowing their return. Without doubr, cach
narrative will create a greater appreciation for those who endure the
pains of war.—ILT Mark E. Green, USA, I5th Infantry Regiment. Fort
Knox, Kentucky

LANDING ZONES: Southern

Veterans Remember Vietnam by

James R. Wilson. 260 pages. Duke

$L12r11igcirsity' Press, Durham, NC. 1990,
95.

JOB SEARCH: Marketing Your With the prospect of signiticant Armed Forces personnel reductions.
ilitary Experience in the 1990s new veterans will need help on how to tind a job in the “civilian
by P‘“"d G. Henderson. 175 pages. 4" This book is an excellent source of basic information. The au-
;t&g?)le Buoks, Harmisture, PA. 1991 o sqccinctly outlines the process of fipding a job—detining interests.
preparing a résumé, the job search, the job market, sources ot informa-
tion on jobs, the interview and salarv. Samples of résumés and cover
letters, examples of how to determine salary requirements, a listing ot
militarv—oriented organizations and a reading list are all in-

cluded.—COL James D. Blundell. USA, Retired, Arlington, Virginia

HOW PRESIDENTS TEST Two major presidential Jdecisiors on Vietnam, illustrating how presi-

REALITY: Decisions on Vietnam, Jents test reality, are examined in this book—Dresident Dwighe D. Ei-

1954 and 1965 by John P Burke and senhower’s decision not to intervene at Dien Bien Phu i 1954 and

Fred I. Greenstein. 331 pages. Russell  President Lyndon B. Johnson's decision to commit large—scale US

?‘Z’L'CQE””"‘]"“”"’ New York. 1989, forces i 1963, The presdents’ advisory systems, the presidents them-

329.95. selves and the political environments are the framework used tor look-
ing at their decisions. Well wntten and researched, 1t s tor readers
who have a deep interest in Jecision making at our government's
highest level.—LTC John A. Hardaway, USA, Retired, Leavenworth,
Kansas
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Philippines. Rogers knows that the thought crossed
Sutherland’s mind because the chief of statt said as
much to him one evening. Thus, what might be
speculation by a historian is an eyewitness account
in Rogers’ memoir. :

Rogers makes it clear that, as the months of
tighting stretched out. the chiet of statt began to act
in ways that made MacArthur testy. Perhaps frus-
trated that he saw others less capable than himself
achieving greater glorv, Sutherland began to resent
his close relationship with MacArthur since it
seemed to be preventing him from higher com-
mand. Coupled with this trustration was Suther-
land’s unfortunate affair with an Australian woman
for whom he had wrangled a commission in the
US Army, and whom he placed in key assignments
within MacArthurs command so he could be near
her. The morale problems created by this situation
arew to such proportion that even the casvgoing
MacArthur (or so he is perceived by Rogers) was
tinally forced to take action to terminate the preter-
ential treatment she received. Sutherland never re-
covered from the rebutt suftered when MacArthur
ordered her back to Australia.

One does not expect to read about a love story
in memoirs of war, but Rogers" account reminds us
that even generals are human, subject to the same
teelings of loneliness and frustration as other sol-
diers. It is apparent, too, that Rogers had a great
deal of respect for both men and that he was per-
sonally atfected by the growing rift between them.
His volumes are, in a sense, an attempt to make 1t
clear for himself, as well as tor others, what it was
about each man that made him rise to the heights
each reached. Viewed as such, The Good Years and
The Bitter Years make interesting reading for those
who want to understand something about the pres-
sures and responsibilities of high command.

LTC Laurence W. Mazzeno, USA, Retired,
Grand Junction, Colorado

THE AGE OF BATTLES: The Quest for Deci-
sive Warfare from Breitenfeld to Waterloo. Russcl|
E Wegley. 579 pages. Indiana University Press, Bloom-
ington, IN. 1991, $35.00 clothbound.

Any book by Protessor Russell E Weigley is impor-
tant to the student of military history. More than
any other academic historian, Weigley has restored
“battle” to mulitarv historv without abandoning the
“New Military Historv’s” interest in the social, politi-
cal and economic context. His American Wav of War
and Eisenhower's Licutenants may be the classic stu-
dies ot the US operational styles. it such exist, and his
History of the Unuted States Army stands alone as the
institutional history of the US Armv.
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Weiglev's new book is somerhing enurelv dutter-
ent. In it the author sets out to examine the Euro-
pean “age of bartles,” that period when the decisie
battle was supposed to dominate continental wartare
and make war a cost—effective instrument ot policy.
Weigley challenges this point of view, noting that
the tamous Jecisive battles of the period were sel-
dom dJecisive in terms of war trmination. The
battle of Blenheim. tor example, preceded the end
of the War of Spanish Succession by 10 vears.
Countries seem always to have had more resilience
than anticipated.

The author pursues four other themes. These
are: the nise ot protessionalism, to which Weiglev.
next after Samuel Huntington, gives a more or less
narrow professional education definition; the means
available to the professional officer for exercising
command: the means of achieving tactical decisive-
ness in battle; and the matter of limitations on vio-
lence in war through restraints of international law
and custom, which he defines almost exclusivelyv as
sparing noncombatants the hardships of war.

This book is of somewhat uneven gualitv. Wei-
gley’s observations are often excellent. For exam-
ple, when discussing Gustavus Il Aldophus and Al-
brecht von Wallenstein, he points out the trequent
detect of many students of war who overemphasize
the importance to great captains, preeminently
warriors, of protessional education, studv and
thought. This is at the expense of recognizing their
nature as fighters—men who seek the compeninion
of combat.  Weiglev also says rather more about
17th- and 18th—century naval war than one is ac-
customed to finding in a survey of classical wartare,
and that is one of the book’s great strengths (Wei-
gley is more often assoctated with terrestrial com-
bat). And that brings us to the point ot what sort
of a book this is.

The Age of Battles is a general survey tor the non-
specialist. Of the 579 pages (including index). tullv
300 deal with the French Revolutionary and Napo-
leonic period.  As a stand-alone volume, the book
is hard to recommend.  As the tise volume of 2
two— or three—volume work, it would provide the
toundation for a tirst—term course in modermn mli-
tary historv that would have a follow—on second
term to carry the student from 1815 to the present.

Like all surveys, the book has some weaknesses
of proportion.  For a book with a major theme em-
rhasizing militarv education as the main pitlar ot
protessionalism (whatever the warming mentioned
above), the discussion ot the nise of mulitary theory
i the 18th and carly 19th centurnies seems rarher
spare.  The maps are too tew, often contusing
misleading, often badly placed and m need ot
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proofing (one lists a commander whose passing be-
tore the battle the author regrets on the page oppo-
site). The text itself is flawed, with enough mis-
spellings to distract the reader. Indiana University
Press did not do a good job for one of its most dis-
tinguished authors. In short, $35.00 will be a bit
dear for most readers. [ would recommend waiting

tor the paperback or the second volume.
COL Richard M. Swain. USA, Desert Storm History
Project, USACGSC

FIGHTING FOR PEACE: Seven Critical Years
in the Pentagon by Caspar Weinberger. 460 pages.
Warner Books, Inc., New York. 1990. $24.95.

It is generally accepted as “fact” that, sooner or
later, anyone emploved by the government in
Washington, DC, will write his or her memoirs.
While this fact is an exaggeration, there is no
dearth of biographies or autobiographies from, or
about, those who have served an administration
within the “Beltway.” Unfortunately, many are
self-serving and frothy, with few being substantive
enough to stand the test of time.

Caspar Weinbergers story does not appear to
have caused a run on the book stores, but it does,
in fact, fall in the category of a substantive work for
professional soldiers. Any serious student of the
history of the major issues concemning the Depart-
ment of Defense during the 1980s should use this
book as a reference. This is a book by a man of
intellect and integrity who writes with obvious
honesty and conviction. Readers of persuasions
other than those of Weinberger may not agree with
him, but they owe themselves and their adherents a
delineation of his views rather than what they
imagine them to be for their own purposes.

Weinberger covers all the bases of his seven
years in the Pentagon, from the transition from the
Carter years through most of the Reagan vears.
Those who think the art of war is just physical
combat will enjoy the stories of Grenada, Lebanon,
Libya, the Falklands and the Persian Gulf oil escort
convoys. For the geopolitically inclined, all those
already mentioned will be satistying, as will the sto-
ries of the defense relationships such as those be-
tween the United States and Japan or about the
Intermediate-Range Nuclear Forces Treaty.

Weinberger makes clear his disenchantment
with several personages and institutions involved in
the fascinating game of government, particularly
those to whom he believes actual exposure to the
experiences of Jealing with a den of cub scouts, a
rowboat or a kite would probably cause physical, as
well as mental, terror. His 28 November 1984
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speech on “The Uses of Military Power™ presented
to the National Press Club is a masterful exposition
that should be studied by all strategists. There are
those who disagree with his thesis, but even in
honest Jisagreement, his thesis cannot be disre-
garded.

This is not a book that will lead any likeral hit pa-
rade nor will it bring joy to those “experts” in detense
matters who have never had the responsibility but al-
ways have the answers even without, first, phrasing
the questions. There is no question, however, that
the serious practitioner of the military profession will
tind this book of great practical value.

LTG Richard G. Trefry, USA, Retired, Clifton, Virginia

FIGHTING FOR AIR: In the Trenches with
Television News by Liz Trotra. 395 pages. Simon &
Schuster. Inc., New York. 1991. $22.95.

Liz Trotta will not advance military-media rela-
tions with her scathing view of television news.
Instead of the glitter and the glamour associated
with television, Trotta documents how shallow.
crass and commercial relevision news has become
since the early 1960s. Television journalism could
not fare worse.

As a veteran television correspondent covering
stories worldwide for NBC and CBS from 1965 un-
til 1985, Trotta sheds a great deal of light on how
the networks work. In this knife-fight treatment,
she savages televisions top men for mishandling
the news over two decades and exposes the sleaci-
ness of television news. It is all there—"breakfast
blondes” chosen for network jobs because of their
looks; world—class sexists: incompetent and unethi-
cal journalists who are not qualitied to cover their
stories; and the intrusion of the “personalin™ over
the great journalists of television's early days.

Despite her bitterness, she shows high regard tor
television’s potential and identities excellent jour-
nalism where she observed it. Especially interesting
in light ot the controversy he stirred up while re-
porting tor CNN from Baghdad. Iraq, during Oper-
ation Desert Storm is the special praise and lengthy
coverage of Peter Amett, whom Trotta tirst met in
Vietnam. She describes the 1965 Pulitzer Mrize—
winning Associated Press (ADP) reporter as the un-
elected but undisputed dean of the Saigon press
corps.

"A bomn reporter—tough romantic, innately tair.
with a spongelike mind. taking it all in with the
laugh of a pirate and the courage of a sant.” she
says. “Amett looked like a bull pawing the sround
when he set out on an assignment . . . He traveled
with an amazing [ADP] photographer, Hont Faas,
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another raging bull, who wound up with two Pulitz-
ers. What a team: the doughty New Zealander
and the indefatigable Hun, covering the war day by
terrifying day for nine years, logging more combat
hours than any Marine battalion in—country.”

Trotta eamned Emmies and Overseas Dress
Awards for her work, breaking ground on the air-
waves. She was television’s first female correspon-
dent in Vietnam, and she covered epic stories in
South Vietnam, Hanoi, Israel, Belfast and Tehran;
the George S. McGovern, Eugene J. McCarthy and
George Bush political campaigns; Edward M. Ken-
nedy’s accident at Chappaquidick Island; and the
Claus von Bulow and Jean Harris murder trials.

During her career she was buffeted by sexists, in-
competents and selt-serving egomaniacs, and she
does not pull any punches in naming them. Most
damaging is Trotta’s description of how network ex-
ecutives assign journalists to major stories—not on
competence but on “Q-ratings,” looks and other
nonmerit factors. It is an experience to ride the
roller coaster with her as she is promoted to the
network level and then demoted to local stations,
fired, transferred and, finally, put out to pasture
when they noticed “she was over 40 and wasn't
blonde.”

Trotta, a veteran Viemam War correspondent
who never got over it, gives a foxhole view of the
Vietnam and other wars. Surprisingly, she is a po-
litical conservative who says we could and should
have won the war, and she describes how. This
book should be read for its excellent documenta-
tion of the Vietnam War'’ television coverage. Per-
haps no other television reporter has written in
such detail about how the Vietnam War was cov-
ered by the networks.

But do not read Trotta for an in—depth look at
policies or politics. Her book is “anecdotal,” to
borrow the Operation Desert Storm expression, not
analytical. There is wonderful material here for

media bashers and media groupies alike.
LTC John Head, Public Affairs Officer,
Fort Leavenworth, Kansas

RIDE AT A GALLOP by Benjamin S. Silver. 404
gzzx%e(s)o Davis Brothers Publishing Co., Waco, TX. 1990.

In the early 1960s, an event took place that
served to drag Army aviation, kicking and scream-
ing, into the mainstream of a recalcitrant US
Army. Ride at a Gdllop is Benjamin S. Silver’s ac-
count of his involvement in that event and is
clearly the most comprehensive account to date.
Focusing on January 1963 to December 1965, Sil-

ver describes the creation and testing of the 11th
Air Assault Division (Test) (11th Amy Air De-
fense) and the subsequent deployment of the orea-
nization into successtul combat operations in \Viet-
nam as the Ist Cavalry Division (Airmobile) (1st
Air Cavalry).

Silver's narrative includes the evolution, Jevel-
opment and testing of the air assault division, of
various subordinate division elements and of his
own 228th Assault Support Helicopter Bartalion.
He describes the two organizations closelv involved
with the test process—the 10th Air Transport Bri-
gade (that provided both fixed— and rotary—wing
aviation support to the test process) and the Test,
Evaluation and Control Group (that relieved divi-
sion personnel from the myriad of administrative
details involved in the testing processes).

The reader should recognize that the unit struc-
tures created, the tactical concepts involved and
even the test procedures used represented signiti-
cant departures from previous operations. Silver
cites the high priority accorded to the project
throughout the test period, noting it clearly en-
hanced the test and evaluation process. He also ac-
knowledges the controversy surrounding the project
as senior US Air Force officials asserted that Army
experiments duplicated the Air Force’s programs.

Silver recounts his efforts and frustrations in
converting the 228th’s newly developed CH47A
Chinook helicopters from a collection of static me-
chanical nightmares into the reliable workhorses of
the Ist Air Cavalry during combat operations. He
describes the inadequacy of the test units’ original
organizational documents and the numerous revi-
sions made to those documents. A major rart ot
the change process was ensuring that every prece of
equipment in the division was transportable bv
Army aircraft (the significant exception—two
5~ton wreckers).

Silver’s considerable recollections are augmentad
with significant research. Although sometimes of-
tering more detail than the reader might want and
tlights of nostalgia that might be considered graru-
itous, the book is good history and provides some
very solid lessons regarding the techniques to bring
new concepts, organizations and equipment into
the Army. For the aviator, it provides valuable in-
sights conceming the qualification and competence
of aviators and aircrews. And, finally, it provides a
clear example of the rtrials and tribulations -
volved, and the patience needed to bring a com-
piex piece of new equipment into the Army.

COL Griffin N, Dodge, USA. Retired.
Santa Fe, New Mexico
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THE MAN WHO CHANGED THE WORLD:
The Lives of Mikhail S. Gorbachev by Gail Sheehy.
401 pages. HarperCollins Publishers, Inc., New York.
1990. $22.95.

When a reporter once asked Leonard Bemstein's
father what the famous conductor was like as a
child, the father admitted that he had been con-
cemned that his son paid too little attention to
sports and was always practicing the piano. But
then he added, “How was I supposed to know he
was ‘Leonard Bernstein'?”” This is the case with
Gail Sheehys new biography of Mikhail Gorba-
chev, based extensively on scores of interviews.
Recollections decades later are always somewhat
suspect and should be placed in their proper per-
spective. After all, “Who knew he would become
‘Mikhail Gorbachev'?”

Sheehy is a contributing political editor for Van-
ity Fair, author of the best seller, Passages, and an
award-winning journalist specializing in character
studies of Western political leaders. Her interest in
the Soviet Union began during a month-long ex-
change in 1972, but it remains the fascination of
an outsider not of a scholar or linguist. The wealth
of personal information gleaned makes this an ex-
tremely readable book. Yet, the sketchiness of cita-
tions and lack of comprehensive footnates make
the reader wonder what he is missing. Key person-
nel who knew Gorbachev are now dead or refused
to be interviewed.

The most fascinating part of the book describes
Gorbachev’s childhood. He survived the terrors of
famine and collectivization, and was tom by the
contradictions of two grandfathers, both originally
peasant landowners—one disappeared into the Gu-
lag during “kulak mania,” and the other collabo-
rated with the svstem to enforce collectivization.

Sheehy defines Gorbachev's six “lives” as Coun-
try Cossack, 1931 to 1949; First-Generation Appa-
rarchik, 1950 to 1977; Disciple of Doublethink,
1978 to 1984; The Great Persuader, 1985 to 1989;
Dictator for Democracy, 1989 to 1990; and Red
Star Falling, Spring 1990. She argues that Gorba-
chev is a product of the repressive Stalinist system
in which he grew up; he “was aware of it, he quar-
reled with it, but he did not choose to fight it and
risk ending up in the Gulag.” Instead, he used his
talents of surprise, compromise and improvisation
to attempt to save the socialist system he ac-
cepted.
~ Gorbachev possesses two contradictory beliefs:
first, that he is only a “cork on the river of history.”
most of the time simply swept on the surface by
powerful forces and dark currents more complex
than he will ever understand and, second, that “ev-
erything he does matters” and every action he takes
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can result in change. Gorbachev increasingly was
convinced he could control events, but in realiny.
he became the victim of his own reforms, swept up
in events beyond his control and consequences he
never anticipated.

The Man Who Changed the World is not the de-
tinitive biography of Gorbachev but 15 well worth
reading. [t is a provocative, if not completelv satis-
tying, portrait of the man who has indeed changed
the world. It raises more questions than it answers,
but then, that is what the word “provocanve™ is all
about.

LTC Dianne L. Smith, USA, United Kingdom Defense

Intelligence and Security School, Ashford, Kent,
United Kingdom

THE RAPE OF SERBIA: The British Role in
Tito’s Grab for Power, 1943-1944 by Michael Lees.
384 pages. Harcourt Brace Jovanovich, Inc.. New York.
1990. $29.95.

In 1943, a young British liaison officer, Michael
Lees, was dropped behind German lines into
mountainous Serbia in northem Yugoslavia. His
mission was to coordinate Allied-supported sabo-
tage operations by the Cetniks, the pro-Western,
loyalist resistance forces under the command of
General Draza Mihailovic, minister of defense for
the exiled government. However, the planeloads of
supplies needed to blow up bridges and ratlroad
tracks never materialized in anything close w the
numbers promised. The young, cager Lees chatted
at the inexplicable cancellation of actions previous-
lv endorsed by his superiors at the secret Special
Operations Executive (SOE) in Cairo, Egypt.

Now, 47 years later, Lees’ The Rape of Scrbia re-
veals the forces behind both the scuuling ot his
efforts and those of other British liaison ofticers
operating under Mihailovic, »nd Winston Chur-
chill’s decision to abandon the royalist forces in fa-
vor of the communist partisan leader, Marshal
Tito. Lees’ bitterness and anger at the injustice of
this policy shift and its tragic consequences give a
sharp edge to his meticulously developed and care-
fully documented indictment (based on personal
experience and three vears' research into recently
Jeclassitied military and diplomatic records). It is
a grim tale.

Churchill, he finds, was deliberately hoodwinked
by a campaign of lies and deception orchestrated by
communist moles within the Cairo branch of the
SOE. The office staff that coordinated aid to the
various anti-German resistance torces in Yugoslavia
included known communists, as well as thase work-
ing covertly to bring Tito to power. In addition.
Churchill was badly advised by the armv officers he




sent to evaluate Tito. They were themselves taken
in by the communist partisan leader’s charismatic
personality and public relations expertise, endorsing
him enthusiastically. Lees also implicates commu-
nist sympathizers in key places, including the Brit-
ish media.

These combined intluences led Churchill to
abandon the loyalist Cemniks in Tito’s favor. So
convincingly and completely do the documents
Lees unearthed retute what he calls the “received
wisdom” on the Allied swing to Tito, Lees specu-
lates their release may have been accidental. The
official British version of the events has not vet
changed despite incontrovertible evidence to the
contrary.

Tito’s new legitimacy permitted him to pursue
his single-minded campaign to take over all of Yu-
goslavia. He used Allied arms to wage civil war
against the Cetnik forces rather than against the
occupying army. Mihailovic, branded unfairly as an
unwilling fighter and a collaborator, was eventually
executed in the general slaughter of Serbians fol-
lowing Tito’s victory.

Lees combines scholarship and passion to throw
important light on a tragic wartime action that
Churchill himself is reported to have admitted in
later years was his “biggest mistake in the war.”

Sara J. McLaughlin, Rochester, New York

THE WAR OF 1812: A Forgotten Conflict by
Donald R. Hickey. 437 pages. University of [linois Press,
Champaign, IL. 1989. 332.50 clothbound. $14.95
paperback.

What does the average historian, even of the US
military experience, really remember about the war
of 1812: the Battle of New Orleans, victory on
Lake Erie, the Constitution winning over the Guer-
nigre! Characterized by political confusion, military
mismanagement, tactical defeat and, ultimately,
strategic stalemate, the War of 1812 is a forgotten
war since there are few victorious moments and
little pleasant to remember about it.

But defeat can serve as the best stimulus to re-
form; we can and often do leam more from our
mistakes and defeats than from our victories. (This
is a particularly important warning to post in the
wake of the euphoria over Operation Desert Storm.)
The confusion of the War of 1812 spurred the US
Army and the nation to create the small, yet highly
effective, professional force that fought to victory in
the Mexican War. Similarly, the ill-preparedness
during the first months of the other, until recently,
forgotten war—the Korean War—led to the insti-

tution ot specific tactical and training retorms that
built up our conventional forces to a high peak
(betore blunting that spearhead in the juncles of
Vietnam).

Setting the political stage, Hickey discusses the
struggle between the Republicans and the Federal-
ists that contributed to the start of the war. The
real, if overstated, grievances with Great Britain
precipitated the contlict and led to war despite the
woetul state of US preparedness. The lesson ot ill-
preparedness for war is one which America some-
how finds necessary to relearn every other genera-
tion. In 1812, the US military establishment.
especially the Amy, could truthfully be character-
ized as pitiful.

Military unpreparedness, uncertain national
leadership, poorly conceived military and political
goals, and regional divisiveness led to an unpopular
and unsuccessfully prosecuted war. Only the clev-
emess of US diplomacy, matched with the critical
fact that the majority of Britain's assets, best troops
and diplomats were concemed with winding up
the Napoleonic struggle, allowed the United States
to escape with claims of victory or, at least, no de-
feat.

Blending discussions of political infighting and
desperate fiscal experiences with military “bungling
and mismanagement,” Hickey has provided the
best study to date of this conflict. | recommend
this book to the first—time reader of early US mili-
tary history or to the specialist in the field because
of its accuracy, thoroughness and halanced ap-
proach in discussing all elements of national power
that go into making war—national will, political
goals, financial resources, bureaucratic organizations
and skills, local military and political leaders. and
well—trained men. The War of 1812 should serve
as another example of what happens when anv
elements of the equation are missing.

Richard W. Stewart, Command Historian,
US Army Special Operations Command,
Fort Bragg, North Carolina

Bio Errors

In the July 1991 issue of Military Review, the tiw-
graphical sketch on page 63 should have stated
that Mark Edmond Clark had been associated with
Mohil {not Mobile) Qil Corporation.

In the September issue, we stated on page 31 that
Colonel Peter C. Langenus serves at Fort Trotten.
New York. Qur apologies to all at Fort Torten.
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Fifty vears ago this month World War Il was on the
ireshold of becoming a global war., The United States
ad already realized that it was oniy a matter of time
efore it too would become a combatant. So the US mili-
iry machine continued its steady growth, with the acti-
ation of four Infantry and one Armored divisions at
arious posts and camps across the country.

The Battle of Britain subsided with the opening of the
000 mile Russian front in June. Enormous damage had
cen sustained during the raids on Great Britain., One
ut of every five homes had been damaged or destroved.
wtories damaged, and transportation, gas and water
vstems disrupted.

The United States assumed protection of all shipments
‘om U'S ports to Great Britain as far as leeland in Sep-
‘mber. On 17 October, the destrover USS Kearny was
wpedoed off the coast of Teeland, but reached port. On
I October the destrover USS Reuben JJames was tor-
edoed in the Atlantie and sank.

The German army and its allies on the Russian front
v October had entered the (rimea on the southern end
t the front and had begun the siege of Moscow in the
orth, forcing the Soviet government to transfer its
vadquarters to Kuibyshev. In Moscow, on 1 October 1941,
reat Britain, the United States and the Soviet Union
gned the First Soviet Protocol. Under this agreement,
reat Britain and the United States would provide the
pviet Union with materials essential to the Russian war
fort for nine months,

The war in Asia was already more than ten vears old.
fter Japanese troops occupied the southern half ot Indo-
hina in Julyv 1941, the United States, Great Britain and
1e Netherlands proclaimed an embargo on all shipments
Toil, serap iron, steel and other raw materials to Japan.
his was viewed by the Japanese as an American ulti-
atum to Japan. which faced economic strangulation as
yon as its reserve of raw materials was exhausted., On
7 October, Prince Fumumaro Konoye resigned as Japan-
se premier and was replaced by General Hideki Tojo.

The United States continued to supply Great Britain
1d the Soviet Union with much needed supplies under
e Lend-Lease program. while waiting for a compelling
ason to enter the war. By October 1941, the wait was
it to be a long one.




